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ABSTRACT

AN INVESTIGATION OF LEADERSHIP STYLE
AMONG STUDENT SERVICES ADMINISTRATORS
IN THE MASSACHUSETTS COMMUNITY
COLLEGE SYSTEM
(May, 1985)
Richard Kenneth Nastri, B.S., University of Massachusetts
M.Ed., Springfield College, Ed.D., University of Massachusetts
Directed by: Professor R. Mason Bunker

The primary purpose of this study investigates how student
services administrators in the Massachusetts Community College
system respond to the leadership style as presented by the Sit¬
uational Leadership Theory. A secondary purpose of the study
determines the degree to which empathy contributes to both the
student services profession and the leadership style one chooses.
The following two assumptions act as foci for the study:
1. The situational leadership approach is congruent with
the philosophy of student services.
2. Empathy is important within the student services profession
and contributes to the leadership style one chooses.
Data utilized to address these assuptions included a selected
review of literature in the areas of the history/philosophy of the
student services profession, leadership theory, and the concept of
empathy. Additionally, student services administrators in the
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Massachusetts Community College system completed the Leader Behavior
Analysis * Self Instrument in order to effectively evaluate their
Situational Leadership tendencies.
The major findings were:
1. That student services administrators clearly prefer that
aspect of situational leadership which provides for high-supportive,
low-directive behavior towards their peers and constituents. This
study group also showed a moderate degree of Style Flexibility
which measures an individual's willingness to vary their leader¬
ship style. In the area of Style Effectivesness, these profes¬
sionals exhibited.a ooticab.le effort to match the most effective
leadership style to the situation presented. Finally, student
services administrators were evaluated as either "Excellent"
or "Good" situational leaders 84% of the time.
2. The concept of empathy has an important relationship to
both the situational leadership style and student services pro¬
fession. This relationship is clearly presented through an ap¬
propriate review of literature which focus on the premise that
all three areas include the necessity for a sensitivity to and
understanding of the needs of others.

\
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CHAPTER

I

INTRODUCTION

Statement of the Problem

The inauguration of student services into the world
of higher education brought promise,
skepticism.

relief,

confusion, and

Although the field still has critics regarding

its role and function,

the student services profession has

a solid grasp within the framework of the institutional mis¬
sions and philosophy of higher education.
Not surprisingly, much of the critical analysis has
come from within the profession as its membership struggles
to formulate an acceptable and workable philosophy.
Fenske

(1981)

states;

As

"Student Services finds itself in

the peculiar situation of being indispensible but
peripheral"

(p3).

The historical background of this

profession is based on three major themes.

First,

there

was a switch from religious to secular concerns regarding
the educational and social nature of college life.

Second,

colleges and universities experienced a rapid expansion in
size and complexity.

Third,

there was a gradual but

critical shift in faculty focus from student development to
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academic interests.

The combination of these three factors

left institutions searching for a new vehicle to handle the
co-curricular concerns of the student.

The search ended

with the establishment of the student services profession
whose major objective was to assist in the development of
the "whole" person.

Saddlemine

(1981)

suggests that

because of this concern for the complete development of the
individual,

the philosophy of student services was most

influenced by holism, humanism,

and pragmatism.

This

belief highlights the importance of student services
administrators developing an appropriate leadership style
to meet the individual needs of the student body.
Throughout the student services profession many
members have expressed their beliefs and concerns about
these issues.

Betz

(1981)

underlines this theme by

stressing that administrators must recognize an
individual's personal values while aiding in the student's
development.

Thus,

student services administrators are

encouraged to develop an empathic approach towards student
development.

Betz states that if student services

professionals do not have clearly understood beliefs and
values,

they will "undoubtedly experience uncertainty and

uncomfortable variability both in what they choose to do
and how that choice is carried out on the job"

(p 179).

Practitioners and observers of this profession have
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often recognized the necessity to analyze how those res¬
ponsible for the development of the student body react as
leaders to the wide variety of situations presented to them.
How we react to these situations directly affects the percep¬
tion of our own abilities as professionals,
it affects our constituents'

in addition,

perception of what

expectations they may have of us.

By studying how we

respond to a particular leadership style, we may become
more aware of our potentials and/or limitations regarding
the impact we have on either our peers or constituents.
The student services profession has been continuously
evaluating the administrator's role as a facilitator of stu¬
dent development.

This is an endless task of integrating

an indentifiable purpose with an appropriate leadership
style.

Identifying those leadership qualities and

describing how they relate to the philosophy of student
services is an area which needs to be addressed.

This

clarification of beliefs would enable student services
professionals to take a more active role in influencing the
attitudes and beliefs of the student body.
aim of the study is twofold.

Therefore,

the

The primary purpose is to

investigate how student services administrators in the
Massachusetts Community College system

(Appendix V)

respond

to the leadership style presented by the Situational
Leadership Theory.

The secondary purpose of the study is
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to determine to what degree empathy is important both in
the student services profession and the leadership style
one chooses.
Through a better understanding of these three areas!
philosophy of student services,
style,

empathy, and leadership

student services professionals could significantly

improve their ability to handle the complex nature of
individual development.

Purpose of the Study
The following two assumptions will act as foci for
this study:

1.

The situational leadership approach is congruent
with the philosophy of student services.

2.

Empathy is important within the student services
profession and contributes to the leadership
style one chooses.

In order to explore these assumptions,
steps will be initiated.

First,

the following

a comprehensive history of

the student services profession will be presented.

This

history will include its foundation and philosophy as well
as a description of the profession as it exists today.
Second,

the definition of situational leadership will be
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introduced.

The significance of this approach as a viable

tool in the student services profession will be discussed.
Third,

this study will establish the need for student

services administrators to be empathic in dealing in their
constituency.

A case will be made that this recognition of

an individual's values is consistent with the philosophy of
student services and that it encourages student services
administrators to be flexible in their leadership style.
Fourth,

an instrument comprised of the Leader Behavior

Analysis Self-Test
Information Sheet

(Appendix 1),
(Appendix III)

and a Demographic
will be administered to

the student services staffs in the Massachusetts Community
College system.

The above will provide basis for a

response to the following research questions:

1.

To what degree can student services
administrators be categorized as situational
leaders?

2.

To what degree is each participant within this
population a situational leader?

3.

Within this population,

are there differences/

similarities among certain student services
positions and situational leadership?
4.

Is there a relationship between the philosophy
and model of student services

(as presented by
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Dutton and Rickard)

and the literature on

situational leadership?
5.

Is there evidence in the literature of a rela¬
tionship between situational leadership and
empathy?

6.

Is there evidence in the literature of a relation¬
ship between the philosophy of student services
and empathy?

Finally,

these data are compared,

analyzed, and

discussed with respect to the stated assumptions and
research questions.

Statements are also presented which

include possible applications and recommendations for
continued research.

Significance of the Study
An important aspect of this study will be to
determine the leadership styles of student services
professionals in the Massachusetts Community College system.
Situational leadership contributes to the profession in two
major areas.

First,

it provides the opportunity to conduct

task-oriented responsibilities in a manner dea-ined by
internal institutional guidelines.
more important,

Second,

and possibly

it provides administrators with an
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opportunity to adapt their leadership style regarding
relationship-oriented behavior.

Since every individual is

unique and the demographic characteristics of the community
college student are in flux,

this latitude is essential.

By comparing leadership style to the role of student
services administrators as described in the literature,

the

study will provide specific information as to what degree
those in that role may be identified as situational leaders.
Another area of significance includes a comparison
among the historical and philosophical nature of student
services,

the Situational Leadership Theory, and the

literature which recognizes the importance of empathy for
administrators in this field.

The study will identify the

degree to which student services administrators are situa¬
tional leaders.

The description of philosophy and empathy

will be derived from an appropriate review of literature.
This study may be useful to administrators who want
to more fully understand the history of the student
services profession.

Only by remembering its origins may

administrators better understand its educational potential.
It may also serve as a basis for developing a staff
training workshop for the profession as part of a future
study.

By furthering this understanding of the

relationship between leadership styles and appropriate
administrative roles,

student services professionals may be
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better prepared to meet their objectives.

Limitations of the Study
This study is limited to the comparison of the
student services philosophy and the situational leadership
tendencies of student services administrators in the
Massachusetts Community College system

(Appendix IV) .

This

system is comprised of fifteen separate institutions placed
in strategic geographic locations throughout the state.
All community colleges are two-year institutions and deal ex¬
clusively with an open admission policy for commuter
students.

The Massachusetts Community College system is

relatively new with the first college opening its doors in
1960.

To better understand the type of administrator

evaluated,

refer to Appendix V which includes each position

title and a brief description of responsibilities.

It is

important to note that this study is limited to measuring
to what degree the population identifies with the
Situational Leadership Theory and does not measure any
other leadership style.

By studying this population,

the

results may be more applicable to student services
administrators serving in a two-year community college
rather than those employed in a four-year resioential
college.

Further study may be needed to transfer any find¬

ings to the latter population.

A presentation of
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appropriate literature will identify the importance of
empathy both in the philosophy of student services and
situation leadership.
The concepts introduced thus far will be expanded
upon in the chapters to follow.

Chapter II includes a

selective review of literature in three specific areas.
First,

a historical perspective of student services is

presented.

This includes a review of its philosophical

trends along with a description of a current student
services model.

Second,

the importance of empathy in the

profession of student services will be discussed.

Third,

the presentation of appropriate leadership theories is
offered.
Chapter III describes the methodology utilized in the
study.

It includes a description of the study design;

sampling procedure and collection of data;
tion chosen and its relevance;

the

the instrumenta¬

and how the data will be

analyzed in relation to each assumption and research
question.
Chapter IV offers the presentation and interpretation
of scores for each assumption and research question.
Chapter V presents an analysis and summary of the
findings,

suggestions for further research,

concluding statement.

and a

CHAPTER

II

REVIEW OF THE LITERATURE

The review of literature consists of three segments;
(1)

the historical foundation,

evolving philosophy, and

working model of the student services profession;

(2)

the evidence pertaining to the importance of empathy
while attempting to develop the "whole" person; and

(3)

the review and selection of an appropriate leadership
style.

History and Philosophy of Student Services
One of the most intriguing aspects of American
higher education has been the development of the student
services profession.

This section will highlight its

historical foundation and evolving philosophy, as well
as provide a model of a successful program.
The profession of student services evolved through
a combination of three major themes as described by
Fenske

(1981);
1.

A dramatic shift in emphasis from
religious beliefs to secular concerns
regarding the educational and social
nature of college life.

10

11
2.

The rapid expansion in size and
complexity of the nation's colleges and
universities.

3.

The switch by faculty from
administrative roles to those which
were strictly academic.

During the infancy of our country,

the original thir¬

teen colonies possessed an extremely strong identity
towards religion.

The responsibility to preserve this

intense association with religion became the moral
obligation of many teaching institutions.
developed,

As colleges

the political leaders of each colony often

appointed members of their particular religious affiliation
to serve as faculty or administrators.

It was not uncommon

during this period to find the president of a college
simultanously holding a high administrative position within
a specific religious denomination.

It was also a common

practice for a student to be taught and supervised,
(Fenske,

day and

evening,

by one such appointed individual

By 1745,

three colleges clearly expressed in their charters

that the mission of their institution was twofold.
to serve as a theological seminary and second,
students for a better culture

1981).

First,

to prepare

(Brubacher and Rudy,

1976).

This religious influence is made even more evident in an
essay describing early colonial America collected by
McAnear

(1972).

The essay states that:
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College was a religious society whose basis and
chief duty was to train its students to be reli¬
gious and moral men.
The study of nature was to
be subservient to the inculnation of religion;
that one was to be a threshold to the other, and
religious instruction therefore was to be
emphasized.
(p 465)

This religious denomination began to regress toward
the middle of the nineteenth century.
became embroiled in the Civil War,

As the United States

the emphasis of the

student body began a gradual shift from religious concerns
to seeking ways in which they could socially and
materialistically advance themselves.

After the Civil War,

American society became even more divided on its opinion of
religious influence.

A contributing factor to this change

was the extremely controversial publication of Darwin's
Origin of the Species which "shook the foundation of
creation and religious dependence"
As our young nation grew,

(Fenske,

1981, p 6).

its unique free enterprise

concept enhanced the belief of advancing oneself socially
and materialistically.

Since this new emphasis depended

heavily on proper training and education, American colleges
began to respond by shifting their commitment from
religious affiliation to these new secular needs.
The rapid expansion in size and complexity of our
colleges is the second factor contributing to the birth of
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the student services profession.

Increased competition

between the public and private sector of education began
shortly after the Civil War.

In addition,

two major legis¬

lative land acts increased the ability of the states to
build new institutions of higher education.

The Northwest

Ordinance of 1787 provided land exclusively for the pur¬
pose of education.

Early leadership by such states as

California, Michigan,

and Wisconsin convinced many other

states to participate in this program.

Still more activi¬

ty in this area occurred with the signing of the Morrill
Land Grant Act of 1862.

This law provided opportunities

for established states to develop colleges and universities
in prime geographical sites.
During this growth period,

several other legislative

guidelines occurred which contribute to the need for a
support service for the student population.

One very im¬

portant example is the Truman Commission Report of 1947.
It dictated for the first time that racial,

ethnic,

and

financial barriers be removed as soon as possible for those
pursuing a degree in public higher education.

In addition,

this report also increased federal and state financial aid
and called for the development of public junior colleges
(Fenske,

1981) .

As our colleges became more complex in nature,

the

demand for research and development by the nation's univer-
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sities also increased.

The free enterprise system and the

need to develop strong national defense capabilities en¬
couraged the major universities to stress research as part
of their mission.
popularity,

As this emphasis grew in both demand and

faculty began to sway from assisting students

in their out-of-classroom activities to concentrating
solely on new and innovative research techniques.
This development contributed significantly to the
final theme stated by Fenske which described the switch by
faculty from administrative roles to those which were
strictly academic.

He stated that originally,

handling the "unnecessary tasks"

in a college were

conducted by faculty and trustees.
tedious,

this "total"

the job of

Although sometimes

involvement created a solid and

lasting bond between the student body and faculty.

To

better understand the expectations of a faculty member in a
college,

Fenske outlined three major aspects of their job

description:

1.

Teaching:
Deals basically with the transmission
or stimulation of knowledge.

2.

Research:
Emerging only through the latter part
of the history of higher education.
This aspect has helped explore ana
expand their specific areas of
expertise.

3.

Character Development:
Originally very important,

this
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responsibility ranged from saying
prayers to dictating behavior.
Now
emphasis is placed more on trying to
become a particular "role model" for
students.
(p 12-13)

In his book,

Changing

Knapp

also identified with this theme by stating

(1982)

Functions q£ £ College Professor.

that:

...in the last few decades of the nineteenth
century, a noticeable change occured which had
faculty move towards research and away from
concern with the student's academic and moral
development, (p 292)

This switch was made even more apparent with the
establishment of Johns Hopkins University in 1876.
college, modeled after the German philosophy,
"faculty-centered" orientation.

Rudolph

emphasized a

(1976)

according to this faculty-centered approach,

This

stated that

students

should be free from administrative and faculty supervision
during their college experience.
The need for the student services profession
continued to grow towards the end of the Civil War.

It was

during this period that faculty began to concentrate more
heavily on research techniques as described above, while
students focused their attention on social and intellectual
activities.

Colleges were forced to hire new professionals

to deal with the inevitable disciplinary and behavioral
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problems that began to occur on campus.

Harvard University

claims to have hired the first dean in 1870

(Mueller,

1961).

The original job description called for handling
disciplinary problems,
Soon thereafter,

enrollment measurement, and teaching.

other colleges followed suit and hired

similar administrators to care for these tasks.
Student interests in out-of-class activities were
also on the rise during this period.

Some early examples

of these included Greek letter societies,
athletics,
societies.

drama clubs,

intercollegiate

student publications, and literary

As co-curricular programs grew, colleges were

forced to hire still more administrators to oversee the
expanded activities of the student body.

This trend was

strengthened by the publication of John Deweys's
Progressive Education Theory in 1937 which challenged
colleges to "place emphasis on meaningful activities,
mental and attitudinal testing,
counseling efforts"

and greatly expanded

<p 103-104).

The professionals hired

to attend to out-of-classroom activities were the
beginnings of the student services profession.
As with any new profession,

student services soon

began to experience "growing pains" as it struggled to find
a specific and respectable purpose to its mission.
and Bell

(1942)

Wrenn

discussed this problem and made an early

attempt to clarify that mission.

They proposed that the
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student services profession implement a philosophy which
incorporates the development of the "whole"
during the collegiate experience.

individual

Wrenn and Bell stated

that "students are developing organisms demanding a
personalized learning experience if they are to profit from
college"

(p 8).

Student services became even more diversified with
the addition of health services shortly after World War I
when the first American Student Health Association began in
1920.

Shortly thereafter came a demand for reliable career

placement services and by 1925,

nearly one-half of all

colleges and universities had placement officers serving
their students and alumni

(Brubacher and Rudy,

1976) .

Each of these new positions added to the increasing demands
on student services administrators.
This newly developed profession was now underway and
progressed rapidly between the end of World War I and the
Great Depression.

During this period, members of the

profession strove to refine their philosophy.

One of the

primary researchers in this area has been Gerald Saddlemine
(1981).

He has stated that the philosophy of student

services was most influenced by three factors:
humanism,

and pragmatism.

holism,

The inclusion of holism is valid

since one of the major objectives for a student support
system is to ensure that a student's educational experience
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affect the "whole" person.

Humanism is crucial since its

philosophy encourages the individual to believe that the
essence of knowledge is properly interpreted through the
eyes of the learner.

Finally, pragmatism is significant

since its premise states that an individual's thought
should guide action and that truth is tested by its
practical consequences.

John Dewey

(1957)

reinforced this

belief when he stated that the two active ingredients
necessary for knowledge were thought and action.

Student

services professionals believed that the recognition and
development of these three areas needed to be strengthened
if students were to experience the total concept of
collegiate life.

In 1937,

the American Council of Education published

an article entitled "Student Personnel Point of View".
This article produced the first statement of purpose
regarding the role and function of the student services
profession.

It reads as follows:

This philosophy imposed upon educational
institutions includes the obligation to consider
the student as a whole, his intellectual capacity
and achievement, his emotional make-up, his phy¬
sical condition, his social relationships, his
vocational aptitudes and skills, his moral and
religious values, his economic resources, and his
aesthetic appreciations. It puts emphasis, in
brief, upon the development of the student as a
person rather than upon his intellectual training
alone. (ACE, 1937, p 1)
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In addition,

this document provided specific job

descriptions for those areas to be covered by student
services professionals.

The descriptions of these

positions are found in Appendix V.
published,

Since this document was

the responsibilities associated with these

positions have been updated or modified to meet the
changing needs of the student body.
note,

however,

It is important to

that the basic message of the original

philosophy stated above has remained relatively intact.
Several noted professionals have repeated the
position that the central theme of this philosophy should
focus on the education of the "whole" person.
Kauffman,

(1968)

Joseph

a dean of student services at the

University of Wisconsin,

stressed that the most important

role of the college is to meet the responsibility of
stimulating the human development of the student.

He

challenged other colleges to recognize the wide diversity
among its students and to emphasize the importance of the
freshman year
Tollefson,

in shaping a student's expectations.

(1975)

A.L.

called for a "resurgence of concern for

the student as a person,

for how his needs and interests

are being served and for how effectively the institution is
educating him to achieve his personal goals and preparing
him for his role in society"
(p 7) .
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As previously stated, much of the critical analysis
of this profession has come from within.

In an effort to

continually update its purpose and philosophy,
College Personnel Association

(ACPA)

the American

called for a meeting

to examine the future of the student services profession in
1972.

The results of this report emphasized the need to

work more closely with the academic faculty in order to
effectively stimulate total student development.

A

supporting document for this recommendation appeared in a
report by the Council of Student Personnel Association in
Higher Education
general,

(1972).

The report stated that "In

faculty tend to emphasize content and student

development specialists tend to emphasize process"

(p 3).

The report went on to recommend that both parties try
addressing the two areas in a common effort to educate the
concept of the "whole" person.
Through events such as those listed in this section,
the philosophy of the student services profession has
gained in strength,

importance,

and recognition.

The basic

philosophical assumption that humans need to be free and
self- directed found its place in a profession dedicated
for this purpose.

The mission of student services

professionals is to assist in students'

development and to

provide support as they strive to maximize their
educational experiences.
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One of the concerns that student services
professionals had was placing an identical model at each
institution.
college,

If an identical model were practiced at every

there was a concern that creativity and growth

within the profession would not occur.
(1976)

Miller and Prince

proposed that each individual campus create its own

model based on certain fundamental beliefs which may
include,

"The application of definite human development

concepts in postsecondary settings be applied so that
everyone involved can master increasingly complex
developmental tasks,
become independent"

achieve self-directions and help
(p 31).

The latest trends involving the student services
profession continue to show a concern for meeting the
changing needs and interests of the student body while
adhering to the established philosophical base.
(1981)

Fenske

outlines two major expectations of the profession as

it entered the 1980's:

1.

Student services administrators have
persisted in the perception that the
education of the "whole" person is the
ideal model for higher education.

2.

This model should be part of the
educational interests of the
institution, especially between the
faculty and the student services staff.
(p 16)

Further analysis of the first expectation presented
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above reveals the need to examine exactly what would be
involved in the education of the "whole" person.
Throughout their history,

student services professionals

have recognized the importance of an individual's values,
morals,

and ethics.

The ability to be empathic in this

area strengthens student services professionals desire to
implement the "whole" person philosophy.
such a philosophy,

Be implementing

student services professionals have

expanded their responsibilities to include such roles as
parent,

adjuster,

developer,

the early seventies, Brown

counselor,

(1972)

and manager.

stated that:

In

"colleges

and universities should establish expectations for students
and assess outcomes that cover the broad range of human
behavior including the intellectual, personal,
aesthetic,

and cultural dimensions"

social,

(p 44) .

The literature in this section has traced the develop¬
ment of student services from its origins to its present
status within American higher education.

The profession

developed from both a necessity and desire to attend to the
out-of-classroom needs and interest of the student body.
The student services profession has nurtured a
philosophical base which centers around the continuous
development of the "whole" person.

This portion of the

review of literature has provided the history, philosophy,
and trends regarding the profession of student services.
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To better understand how these areas effectively work
together,
Rickard

the following model developed by Dutton and

(1981)

is introduced.

Dutton and Rickard developed

this model based on their belief that all "systems,
organizations,

or

are based on assumptions about human

behavior, values,

and ways of operating"

(p.

387).

The

purpose of presenting this working model is to help clari¬
fy the needs and objectives of the administration of a
student services staff.

Dutton, and Rickard Student Services Model
Dutton and Rickard proposed certain specific areas
which student services administrators should identify, not
only for institutional credibility, but to increase the
effectiveness of meeting the needs of the student body.
These include the following:
Assumptions,

Core Assumptions,

Educational

Stimulating Creativity, Agreement on Purpose,

Unity of Command, Delegation of Purpose, Grouping of Func¬
tions,

and Guidelines.
The first area is the development of Core Assumptions

It is based on the belief that the most important aspect of
management is people.

The authors suggest that the recogni

tion of people's needs will lead to the development of
goals and purposes.

The meeting of these goals ana

purposes will take staff cooperation.

Subsequently,

leader
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motivated interaction is necessary to meet the purposes and
goals of a student services staff. The additional purposes
and goals of these Core Assumptions are to meet the defined
expectations of the institution.
The next area in organizing student services is the
recognition of Educational Assumptions.

Here the authors

recognized the belief that many valuable learning
experiences do indeed occur outside of the formal classroom.
These experiences range from residential living,

social

activities and student government to proper counseling
efforts which effectively evaluate the students'

growth.

It is crucial that a student services program offer
appropriate opportunities for the student to meet the above
sample of out-of- classroom experiences.
The importance of Stimulating Creativity among staff
members is also an essential ingredient in a successful
program.

Dutton and Rickard stated that it is here that

the leader must encourage staff members to develop and
experiment with programs that will meet the continually
changing needs of the student population.
recognized that it is normal for

The authors also

individuals to want to

influence decisions that "affect them and to feel that they
have some measure of control over their role and work in
the organization"

(1981,

p.

320).

Following this recognition of people's needs,

the as-

25

sumption Agreement on Purpose is offered.

This statement

reinforces the belief that to ensure success,

specific

goals for the staff must be clearly defined and all parties
must fully realize what is expected of them.
complete understanding,

Without this

overlapping or misunderstandings

may develop which are unnecessary and often destructive.
Similar to this is "Unity of Command" and "Delegation of
Authority".

These assumptions simply state that there must

be someone with sole responsibility and accountability on
the staff.

In addition,

all staff members must fully

realize that this individual is indeed the person in charge
The next assumption, Grouping of Functions stated that
"effective functioning requires that each unit be aware of
all other services and assist in them when appropriate"
391).

(p

The final assumption proposed by Dutton and Rickard

in the organization of student services is the development
of specific Guidelines.
Agreement on Purpose,

While similar to the assumption

this section lists guidelines which

are necessary to help the staff achieve institutional aims
The most critical ones are listed below:

1.

Be consistent with institutional pur¬
poses, goals, philosophy, traditions,
values and style.

2.

Facilitate the interaction of human
talent and the circulation of ideas and
human resources.

.

3

Take into account the expertise,

ex-
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perience,
staff.
4.

needs and attitudes of the

Provide a clear and consistent delega¬
tion of authority and assignment of
duties, (p 392)

The implementation of the above set of assumptions is
no easy task for a student services manager.

In addition

to the realization that the above management tools are neces¬
sary,

it is also important to develop certain

administrative skills that apply directly to the student
services manager.

Merton

(1969)

conducted a study which

listed those areas which are most beneficial.

They include:

excellent articulation of goals, good organization, mutual
respect for colleagues,

competence, ability to listen,

expectation of negative as well as positive feedback,
contact among staff members,

and use of their power and

authority as sparingly as possible.

Additional qualities

include having good communication skills, providing
sufficient material to achieve a task,

and the

establishment of goals in harmony with the institution.
The model presented by Dutton and Rickard encompasses
several areas which incorporate the philosophy of student
services.

These range from the provision of out-of¬

classroom learning opportunities to programs which promote
responsible student development.

More importantly,

this

model provides a set of guidelines which guarantees an
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effective flow of professional responsibilities by the
staff in order to meet the expectations of their
constituency.

The model presented will also serve as a

base for comparison regarding the usefullness of
situational leadership in the student services profession.

Empathy
Throughout the previous section,

one of the key areas

presented focused on the development of the "whole" person.
Recently, professionals in both student services and leader¬
ship theory have stressed that this development must take
into consideration an empathic understanding of individual
values.

Empathic thinking as presented by Smith

(1973)

can

be described as the degree of similarity that one person
assumes between her/himself and another person.

He has

stated that this understanding is somewhat rationalistic
when dealing with how much a person feels close to,
sympathetic with,

and understanding of another person.

Since the role of counselor is so prevalent in
student services,

the ability to have empathy with another

individual's values is crucial because the process involved
may alter the students'

lives.

Ellen Betz

(1981)

states

that the role of the counselor

"should consist of a set of

beliefs about people and life.

Without these clearly

understood beliefs and values,

the student services worker
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experiences uncertainty and uncomfortable variability,

both

in what he or she chooses to do and how that choice is
carried out on the job"

(p 179).

Betz believes that by clarifying one's own beliefs,
the student services worker is encouraged to take a more
active role in influencing the attitudes and beliefs of the
student body.
The importance of empathy is further reinforced by
Brown

(1981)

who believes that student services

professionals should be aware of the theories and practices
in this area in order to be effective.

Among the areas

Brown feels the student services administrator should
become competent:

-

-

-

-

Assessing students' needs.
Helping students develop appropriate
goals and experiences.
Designing programs to foster development.
Evaluating and recording student
progress.
Recognizing personal identity (sense of
purpose and value systems).
Recognizing interpersonal development
(including understanding others and
communication skills.
Engaging in intellectual and academic
skills.
Enhancing aesthetic development.
Encouraging physical recreational skills,
(p 191)

In a related area, Brown and Canon

(1978)

explored

the role of moral development in higher education.
previously stated,

colleges and universities were

As
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originally affiliated with a particular religious
denomination.

Chapel attendance was required and moral

development was strictly overseen and often prescribed.

As

colleges and universities began the gradual shift from
religious to secular,

the function of in loco parents has

been replaced by almost total student freedom on the
college campuses.

Brown and Canon stated emphatically that

there are few student services professionals who wish to
serve as "moral arbiters" for students.
Currently, more emphasis is being placed on acknow¬
ledging the rights of students to retain their own values
and beliefs subject to institutional guidelines and
expectations.

Brown and Canon stated that mutual

acceptance of value recognition is possible and healthy if
the following assumptions are realized:

The student remains free to decide.
Maintain a climate in which others can
assert value positions that differ from
our own.
Acknowledgement that some values are
better than others.
(p 428)
This type of empathic recognition of values provides
students with the freedom to decide what is right for them
while acknowledging that the student services professional
may not be in possession of the absolute truth.
The usefulness of Browns'

and Canons'

characteristics

within the student services profession has been further
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strengthened by John Dalton

(1978).

He proposed three

major goals of value recognition which are related to
empathy:

1.
2.
3.

Clarification of values.
Humanization of values.
Actualization of values,

(p 37)

Dalton stated that by clarifying an individual's
values,

the student services administrator can help

students establish certain "standards of credibility for
personal values to commit their loyalty and trust to them"
(p 38).

Dalton's second goal focused on humanizing values

by "stressing the importance of core value principles based
upon universal human needs"

(p 39).

Finally, he indicated

that by actualizing values,

the student services

professional should provide students with "assistance and
encouragement in meeting their prescribed intentions"
41).
areas,

(p

Dalton proclaimed that by incorporating these three
one is better suited to develop a consistent and

acceptable behavior pattern... one which both the student
and administrator can depend on.
Two additional authors who provide credence to the
importance of empathic thinking in the area of leadership
theory are Flowers and Hughes

(1978).

Their research

studies have indicated that the ability to feel comfortable
with a particular leadership style leads to noticeable job
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enrichment.

Flowers and Hughes promote the adoption of an

understanding and sensitivity to an individual's sense of
values.

They contend that it is within this framework that

an effective leadership style should provide the
opportunity to react to different value frameworks within
which people operate and respond accordingly.

The system

Flowers and Hughes developed is called Value Systems
Analysis.

It enables student services administrators to

overcome the tendency to treat all individuals according to
how they themselves feel and not how the student feels.
Listed below are brief descriptions of the six different
value systems leaders may hold:

Tribulistic:
Generally do what is expected of them by
their supervisors.
Supervisors like to
help subordinates when necessary.
Egocentric:
Do not allow themselves to be manipulated.
They let subordinates know who is in charge
at all times and decide what is right for
them.
Loyal to no one but themselves.
Conformist:
Enforce the organizations rules ana
regulations in order to improve working
conditions for everybody.
Make sure
everyone follows their own job description.

Manipulate*

.

, ,

Know where they are going and how to
utilize people in maximizing and achieving
their personal goals.
They thrive on
competition, risks, and manipulation.

32

Socioeconomic:
Create a pleasant, supportive, and warm work
environment and treat all people equally.
Would
rather be compatible than successful.
Existential:
Allow an open environment in which everyone can
develop and achieve their personal goals at their own
speed and with minimum supervision.
(p 2-5)

Flowers and Hughes believed that a manager's most
successful leadership style should be based on the value
system of his/her subordinates and not on the value system
of the supervisor.

To do this,

leaders should develop a

flexibility and a willingness to:

understand and accept their own value
systems.
understand and accept the value system
of others.
find positive approaches for coping with
the value systems of others, (p 6)

From the above section,

it is clear that empathic

thinking is important not only in the student services
profession but in the leadership style an individual may
adopt.

The major points made include an awareness by

student services administrators of the needs and concerns
of their peers and constituents.

It was also stated that

in order to be an effective leader,

an individual must

exhibit a sensitivity and understanding of the follower(s)
needs and interests.
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Leadership Style
The previous areas presented two major themes that are
crucial to the selection of an appropriate leadership style.
These include the attempt to develop the "whole" person
consistent with the student services philosophy and the
necessity for administrators to have empathy when
conducting their assigned responsibilities.
two themes in mind,

Keeping these

the following section identifies those

leadership styles which enable the individual to be an
effective leader while keeping within the prescribed
philosophical base.
Effective leadership in educational administration is
important for the success of any student services organi¬
zation.

Presented in this section are the Situational

Leadership Theory of Blanchard and Hersey,

the Decision

Making Style Process of Vroom and Yetton, MacGregor's
Theory Y and the Transformational Leadership ThQQty of
Burns.

Situational Leadership Theory
(Blanchard and Hersey,

1976)

This theory provides the

leader with the opportunity to choose from different types
of behavior patterns for maximum productivity.
behavioral styles range from task-oriented

These

(authoritarian)
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to relationship-oriented
Blanchard

(1983)

(democratic).

defined leadership as taking place

"anytime you try to influence the behavior of another
person"

(p 1).

This concept of leadership constitutes a

continuous process of influencing those one is trying to
lead.

The leader must not only be aware of one's own

perception of what leadership is but equally sensitive to
how others perceive that leadership ability.

In addition

to authoritarian and democratic styles, Blanchard offers
two evaluative methods of leadership style.

The first

method is Directive Behavior which is defined as the

extent to which a leader engages in one-way
communications; spells out the follower(s) role;
tells the follower(s) what to do, where to do it,
and how to do it; and closely supervises
performance.
(Blanchard, 1983, p 2)

The second method is Supportive Behavior and is described
as the

extent to which a leader engages in two-way
communication, listens, provides support and
encouragement, facilitates interaction, and
involves the follower in decision-making
processes. (Blanchard, 1983, p 2)

Blanchard
(Table 1)

(1983)

provides the following illustration

to help explain that these leadership styles are

not intended to be either/or categories but can be used as
an interchangeable means to accomplish an assigned task.
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Situational Leadership Theory
Four Basic Leadership Styles
Table 1

High Supportive
Low Directive
Behavior
S3
(Participating)

High Directive
High Supportive
Behavior
S2
(Consulting)

Low Supportive
Low Directive
Behavior
S4
(Delegating)

High Directive
Low Supportive
Behavior
SI
(Telling)

(low)

DIRECTIVE BEHAVIOR

(high)

The categories presented above provide the leader
with a number of alternatives all of which differ on the
following three dimensions:

1.
2.
3.

The amount of direction a leader provides.
The amount of support and encouragement the
leader provides.
The amount of follower involvement in decision
making. (Blanchard, 1983, p 1)

The alternatives previously mentioned are
characterized by style numbers.
Style 1

(Si)

Blanchard

(1983)

defines

as involving one-way communication techniques.

In this category,

the leader is high on giving direction

and low on providing support.

The leader provides the

necessary instruction and is continuously supervising
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worker performance.

Because of these characteristics,

Blanchard identifies this style of leadership as "Telling".
Within this style,

all problem-solving and decision-making

tasks rest with the leader.
Style 2
supportive,

(S2)

is both highly directive and highly

the S2 leader will explain reasons for a

decision to a worker as well as welcome suggestions.

This

leadership style is called "Consulting" because of the
inclusion of two-way communication and subsequent
supportive behavior.
Style 3

(S3)

or "Participating"

leadership is a

combination of high supportive and low directive behavior.
This category provides for joint decision-making and
increased support of an individual's ideas regarding task
accomplishment.
follower (s)

This style is only possible when the

have the ability and knowledge to share in

decision-making and/or problem-solving opportunities.
Finally, Blanchard proposes the "Delegating" method
or Style 4

(S4).

This low supportive and low directive

concept of leadership involves assigning the decisions and
responsibility of the task to the follower(s).
style,

the follower(s)

In this

have the most control over deciding

how a task will be completed.
A major contention of this theory is that there is no
single best leadership style an individual should
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constantly utilize in order to provide maximum productivity.
Blanchard,
Reddin,

among others such as Fieldler, Korman,

and

believes that "effective leaders should be able and

willing to adapt their style to fit the situation"
While this approach may be ideal,

(p 3).

it is impractical to

expect leaders to constantly evaluate each and every
situation prior to making a decision or issuing a directive.
Blanchard proposes that the leader should instead be
familiar with the "maturity" level of the follower(s).
Blanchard defines "maturity level" as the

ability and willingness of follower(s) to perform
a certain task without supervision.
Ability is a
function of knowledge or skill which can be
gained from education, training, and/or
experience.
Willingness is a function of
confidence and motivation.
(p 3)

Maturity or developmental level,
theory,

according to this

has a degree of variability within it.

and Hersey provide the following illustration

Blanchard
(Table 2)

categorize an individual's potential ability and
willingness attributes regarding maturity level.

to
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Situational Leadership Theory
Maturity or Developmental Levels
Table 2

Able But
Unwilling or
Lacks Confidence

Able and
Willing
M4

Unable But
Willing

M3

Unable And
Unwilling or
insecure

M2

The maturity level "continuum"
four styles

(SI,

S2, S3, S4)

described.

The "Telling" segment,

Ml

is compatible to the

of leadership previously
for example,

is

associated with people who are unable and unwilling
assume authority.

(Ml)

to

This low development level demands a

highly directive leadership style

(Si)

which provides

specific direction and close supervision in order to be
effective.

(Blanchard,

Follower(s)

who are unable yet willing to perform

their responsibilities
"Consulting"

1983)

(M2)

fit comfortably into the

leadership style

(S2).

These individuals are

often confident in performing their role yet may lack the
necessary skills.

The consulting style will strengthen

this weakness by welcoming suggestions from the follower(s)
while maintaining supervisory responsibilities.

This

involvement yields an improved motivation level of the
follower(s)

by providing suggestions while control of the
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Situational Leadership Theory
Style and Maturity Levels
Table 3

Maturity or
Develop¬
mental Level

M4
Able and
Willing

Leadership
Style

S4
Delegating

M3
Not Willing
But Able
S3
Participating

M2
Willing But
Not Able

Ml
Not Willing
Not Able

S2
Consulting

SI
Telling

It is important to reinforce that this theory
specifically states that no one style is correct in every
circumstance.

The goal of situational leadership according

to Blanchard is to:

help followers increase their willingness and
ability to independently accomplish the tasks
assigned to them, so that gradually you can begin
to use less time-consuming styles (S3 and S4) and
still obtain high quality results, (p 4)

Blanchard and Johnson

(1983)

claim that the most

effective way to accomplish this is to "catch" the person
doing something right.

The ability to do this and mold

followers in styles that feel most comfortable with the
leader and follower is a difficult yet highly rewarding
task.

Decision-making Styles
Two theorists who place similar emphasis on inducing
followers in the decision-making process are Vroom and
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Yetton.

(1975)

They acknowledge that this participation

in decision-making may vary from one day to another.

Vroom

and Yetton believe that theorists should develop certain
styles which provide leaders with the opportunity to meet
the demands of different situations.

This theory is called

the Normative Model which:

should be constructed in such a way as to be of
potential value to managers or leaders in
determining which leadership methods they should
use in each of the various situations that they
encounter in carrying out their formal leadership
rules, (p 12)

This statement emphasizes that a leader must have
several alternatives to choose from depending on the
situation.

These choices may range from little or no

involvement by the follower to a fully democratic process.
As with several other theorists, Vroom and Yetton believe
that no one leadership style is applicable to all
situations.

Their premise enables the leader to

effectively analyze the situation and translate this
analysis into an appropriate leadership style.
utilize several different styles,

In order to

the leader must be

competent in properly analyzing the circumstances of the
situation and in determining when to utilize a particular
style.

The Normative Model also offers the following

warning for leaders who may use this theory:
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...the leadership method used in response to one
situation should not constrain the method or
style used in other situations.
(p 19)

This statement seems to shatter the conventional
thought which emphasized consistency in style enabling
followers to predict the leader's behavior regardless of
the situation.

Situational leadership cautions the leader

to remain free from a consistency which is blind to the
characteristics of the situation.
Vroom and Yetton provide three guidelines for leaders
to consider when analyzing the effectiveness of their
decision-making process:

1.

The quality and rationality of their decision.

2.

The acceptance of the decision by subordinates
and their commitment to execute it effectively.

3.

The amount of time required to make the decision,
(p 17-18)

Similarities between the Decision-Making Styles
Theory and the Situational Leadership Theory are even more
apparent in the following list provided by Vroom and Yetton
of eight considerations a leader should be aware of:

1.

The importance of the quality of the decision.

2

The extent to which the leader possess suf¬
ficient information and/or expertise to make a
high quality decision by himself.
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3.

The extent to which subordinates, taken col¬
lectively, have the necessary information to
generate a high quality decision.

4.

The extent to which the problem is structured.

5.

The extent to which acceptance or commitment on
the part of subordinates is critical to the
effective implementation of the decision.

6.

The prior probability that the leader's auto¬
cratic decision will receive acceptance by
subordinates.

7.

The extent to which subordinates are motivated
to attain the organizational goals as repre¬
sented in the objectives explicit in the
statement of the problem.

8.

The extent to which subordinates are likely to
be in disagreement over preferred solution.
(p
21-30)

Similar to the Vroom/Yetton is the work of Fieldler
(1976).

His theory of Leader Match Concepts states that

leader behavior is the dependent variable and may be influ¬
enced by two separate independent variables consisting of
(1)

situational variables and/or

(2)

personal attributes.

Fieldler claims that how leaders manage these independent
variables will ultimately determine their effectiveness.
Two other theorists, while not directly associated
with situational leadership,

are worth mentioning since

they support several of its general principles.
theorists are Burns'
(1978),
Theory X

These

with his Transformational Theoy.Y

and MacGregor who offered an approached called
(1960).
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Burns presents two major leadership styles which
cover most of the previous definitions of leadership.
These two major theories are the Transactional Theory and
the Transformational Theory.

They take into consideration

the practical as well as the psychological effects of
positive/negative leadership styles.

Burns states that

leadership, unlike naked power wielding, is in¬
separable from followers needs and goals. The
essence of leader/follower relations is the inter¬
action of persons with different levels of motiva¬
tion and of power potential in pursuit of a
common purpose.
(p 4)

It is Burns'

claim that this "interaction" leads to two

vastly different types of leadership:
transformational.

transactional and

For the purposes of this study,

only

Transformational Leadership will be presented since it
encourages the leader to consider the characteristics of
the situation before assuming the role of the leader.
Burns describes Transformational Theory as when the

leader recognizes and exploits an existing need
or demand of a potential follower.
But, beyond
that, the transforming leader looks for potential
motives in followers, seeks to satisfy higher
needs, and engages the full person.
The result
of transforming leadership is a relationship of
mutual stimulation and elevation that converts
followers into leaders.
(p 19-20)
This statement adds an important dimension to leaaership theory that was touched upon in earlier statements by
Blanchard, Vroom, Yetton,

and Fieldler.

The area of pro-
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viding mutual stimulation to followers in an effort to
provide motivation for self-learning and self-direction can
be important in the student services profession.

An

example of this mutual stimulation is when an institution
of higher education depends on the research of its em¬
ployees to maintain its reputation.

The power structure of

the transformational leader is not used against the
follower but is utilized as a mutual support for their
common goals.

Within the Transformational Theory, purpose

is far more important than the use of power.

The common

purpose of followers as well as the growth of the indi¬
vidual is more important than the leader's personal
survival.

In education,

the areas of service that require

multiple staffing positions and continual contact with the
student population would not survive without transforma¬
tional leadership.

This is especially so in the student

services area where one staff member is often called upon
to refer a particular student- related problem to another
staff member who has expertise in that particular field.
Mutual respect and definition of purpose are paramount
issues in the practice of this style since they must exist
without regard for the individual's personal power and gain.
The major purpose in transformational leadership according
to Burns is to provide reliable services by recognizing the
existing needs of the follower(s)

and to assist them in
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realizing their potential.

MacGregor

(1980)

proposed similar leadership style

with his presentation of Theory Y.

It involves the inte¬

gration of both individual and organizational goals.

The

six major assumptions of this theory are:

1.

The expenditure of physical and mental effort in
work is as natural as play or rest.

2.

External control and the threat of punishment
are not the only means for bringing about effort
toward organizational objectives.
Man will
exercise self-direction and self-control in the
service of objectives to which he is committed.

3.

Commitment to objectives is a function of the
rewards associated with their achievement.

4.

The average human being learns, under proper
conditions, not only to accept but to seek
responsibility.

5.

The capacity to exercise a relatively high
degree of imagination, ingenuity and creativity
in the solution of organizational problems is
widely distributed in the population.

6.

Under the conditions of modern industrial life,
the intellectual potentials of the average human
being are only partially utilized.
(p 47-48)

Leadership opportunities under Theory Y center on the
belief that most individuals have the potential to be selfdirected learners.
practice Theory Y,

The responsibility then,

of leaders who

is to work toward the realization of

potential in others.
Each of the theories presented in this section
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includes several common characteristics.

These character¬

istics are congruent with the stated philosophy of student
services.

They are sensitive to the needs and concerns of

the follower(s)

involved.

These theories stressed not only

an awareness of one's own perception of what leadership is,
but presented a need to be sensitive to how others perceive
that leadership style.

In addition,

these theories provide

the leader with several guidelines regarding responsibility.
These included an awareness of the amount of direction,
port,

sup¬

and encouragement a leader needs to provide as well

as the amount of follower involvement in the decision
making process.

CHAPTER

III

METHODOLOGY

There are three parts to the methodology of the study:
(1)

the design of the study;

and collection of data;

and

(2)
(3)

the sampling procedure
the instrumentation and

data analysis.

Design of the Study
The study design focuses on the need to deal with
assumptions and research questions presented in the Purpose
of the Study.

First and foremost the study intends to

investigate how student services administrators in the
Massachusetts Community College system respond to the
leadership style presented by the Situational Leadership
Theory.

Included in this purpose is a comparison between

the Situational Leadership Theory and the established
philosophy of the student services profession.
The study will meet the needs of this primary purpose
by presenting a review of literature which clearly states
the philosophy of the student services profession.

The

central characteristics of this philosophy focus on student
development in out-of-classroom activities.
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This process
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is often referred to as the development of the "whole"
person and specifies the need for administrators to have a
sensitivity and awareness of student concerns during their
collegiate experience.
Compatible with these characteristics is the
literature on the Situational Leadership Theory.

This

theory suggests that a leader have the ability to choose
from different types of leadership styles depending on the
situation.

Since student services administrators deal

exclusively with a constituency who possess a wide variety
of needs and interests,

they should have the ability to

vary their leadership approach in order to meet these
flexible demands.
The above leads to the major assumption of the study,
that is,

the situational leadership approach is congruent

with the philosophy of student services.

The related

research questions are:

1.

To what degree can student services
administrators in the Massachusetts Community
system be categorized as situational leaders?

2.

To what degree is each participant within this
population a situational leader?

3.

Within this population, are there
differences/similarities among certain student
services positions and situational leadership?

4.

Is there a relationship between the philosophy
and model of the student services profession (as
represented by the Dutton and Rickard mooel) and
the literature on situational leadership?
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Central to the leadership style of the successful
student services professional is the need to be empathic
with the student body.

This is similar to the above

statements regarding the need for administrators to have a
sensitivity and awareness of student body concerns.
Administrators also need to use the concept of situational
leadership which encourages leaders to have an
understanding of the individual they are trying to
influence and/or lead.
Therefore,

the secondary focus of this study provides

evidence that empathy is important within the student
services profession and contributes to the leadership style
one chooses.

The related research questions are:

1.

Is there evidence in the literature of a
relationship between situational leadership and
empathy?

2.

Is there evidence in the literature of a
relationship between the philosophy of student
services and empathy?

Sampling and Data Collection
The study asks 160 student services administrators
currently employed in the fifteen Massachusetts Community
Colleges to complete the LBA-Self test instrument.

There

are no restrictions placed on the minimum number of years
employed or the types of education an individual may have

50

in order to participate.

The Deans of Students from each

college will be asked to distribute and collect the
instruments.

The subjects will be administrators from the

following positions:

Dean of Students and Assistant Dean

of Student Services, Director of Counseling, Counselor,
Director of Career Planning and Placement, Registrar,
Director of Student Activities, Director of Financial Aid,
Director of Admissions,

and Director of Health Services.

A

brief description of the above student services positions
are included in Appendix V.
Prior to the instrument being distributed,

a letter

will be forwarded to all Deans of Student Services
describing the purpose of the study and requesting
permission to administer the instrument to their staffs.
Additionally,

the Deans are requested to assist in this

project by distributing and collecting the instruments.

Instrumentation and Analysis
To collect data for this study,

the Leader Behavior

Analysis-Self test will be distributed to 160 Student
Services Administrators in the Massachusetts Community
College system.
The Deader Behavior Analysis-Self instrument
(DBA-Self)

was developed by Blanchard, Hambleton,

and Forsyth in 1981.

(Appendix I)

Zigarmi,

The purpose of the
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LBA Self is to provide information regarding an
individual's leadership behavior in the areas of:
1.

Style

2.

Style Range or Flexibility

3.

Style Adaptability or Effectiveness

The LBA-Self consists of twenty typical leadership
situations which involve a leader and one or more
follower(s).

Following each situation are four possible

actions that a leader may choose from.
There are two types of behavior characterized by this
instrument.

These involve either Task-Oriented Behavior

(authoritarian)
(democratic).

or Relationship-Oriented Behavior
Based on these alternatives,

the LBA-Self

identifies four leadership styles which may be applicable
to either of these behavior types.

A description of these

four leadership styles is located in Appendix VII.
Upon choosing one of the four responses,

the

individual is identified with one of these leadership
styles.

An individual's actual style is determined by

adding the total number of responses which correspond to
each leadership style.

For example,

if an individual

chooses Style 2 in seven out of the twenty questions,
score for Style 2 would be seven.

The total number of

responses for all styles must not exceed twenty.
The T.BA-Self also provides information on the

the
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individual's Style Range or Style Flexibility.

This is

done by analyzing the degree to which each individual
varies his/her responses over a number of Styles throughout
the instrument rather than focusing on one particular Style.
The Style and Flexibility measures of situational
leadership encompass the following four areas:

1.

high directive,

low supportive

2.

high directive, high supportive behavior

3.

high supportive,

4.

low supportive,

low directive behavior
low directive behavior

The method prescribed to compute Style and Style
Flexibility scores is located in Appendix VI.
The measurement of an individual's Leadership Style
Adaptability or Effectiveness is intended to match the
style of a leader to a given situation.

This

identification also considers the leaders'

perception and

understanding of the "maturity" level of the follower(s).
The twenty situations presented in the LBA-Self test for
four different "maturity" levels
described in Appendix VIII.

(Ml, M2, M3, M4)

and are

Scoring high in this category

provides evidence that the leader is able to match the
appropriate style to a given situation.

A high score also

indicates an ability to understand and be sensitive to the

53

maturity levels of the follower(s).

Adaptability or

Effectiveness scores are computed by adding individual item
scores according to the scoring chart located in Appendix
VI.
Upon scoring the LBA-Self. an individual's leadership
tendencies may be analyzed in several different areas.
example, when measuring Style,

For

an individual can be

determined to follow any of the four descriptions provided
above.

Through the Style Flexibility score, an

individual's willingness to be flexible depending on the
situation is analyzed.

Those who score low on the Style

Flexibility indicate inflexibility in leadership methods.
Those who score high are able to evaluate the situation and
respond with an appropriate leadership choice.

When

measuring Style Effectiveness, a low score indicates an
individual who selects "Poor of Fair" leadership choices
depending on the situation.

A high score on this scale

suggests an individual who selects "Good" or "Excellent"
choices throughout the test.
The t,BA-Self instrument has been administered and
evaluated in a number of research documents and doctoral
dissertations.

The reliability level from supportive

research has been found to range from .65 to
1981,

.70.

Since

the T.RA—Self has been administered to over 10,000
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individuals and upon being scored has shown to support the
description of leadership styles presented above.
To better understand the analysis methods which will
be used in this study,

the established assumptions and

related research questions are repeated below.

Assumption #1 and Related Research Questions
The situational leadership approach is congruent with
the philosophy of student services.
1.

To what degree can student services
administrators in the Massachusetts Community
College system be categorized as situational
leaders?

2.

To what degree is each participant within this
population a situational leader?

3.

Within this population,

are there

differences/similarities among certain student
services positions and situational leadership?
4.

Is there a relationship between the philosophy
and model of the student services profession

(as

represented by the Dulton and Rickard model)

and

the literature on situational leadership?
Questions 1,

2,

and 3 from above will be analyzed by

administering the Leader Behavior Analysis-Self test to the
study group.

This test will measure several aspects of an

55

individual's capacity to be a situational leader.

These

areas are Leadership Style, Style Flexibility, style
Effectiveness,

and Overall Rating.

The Presentation of

Data section will include tables which describe a
statistical breakdown of each of these areas.

These tables

will provide the following statistical information:
frequency distribution, mean score,
overall percentages.

standard deviation, and

Following each question,

the scores

of the LBA~Self will be interpreted in terms of both
statistical findings and any observable trends.

Question

#1 will discuss the level of situational leadership
tendencies among student services administrators.

This

will be done by presenting the overall findings in each
particular area
Effectiveness,

(Leadership Style,

Style Flexibility, Style

and overall Rating).

A brief summary will

be provided for the purpose of relating these four separate
areas to a general concluding statement.

Question #2 will

examine to what degree each participant within this
population is a situational leader.
this study,

For the purpose of

participant identification will be associated

with the positions these individuals currently hold.

Each

position is analyzed according to the LBA-Self scores and
related statistical data.
findings will be stated.

In addition,

any noticeable

Question #3 will discuss any

similarities/differences among the nine student services
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positions.

This question is included in the study simply

to indicate whether or not the leadership style utilized by
student services administrators varies depending upon a
particular position.

This comparison will be strictly

observational in that it will highlight any noticeable
similarities/differences among the four measurements
described above and/or the specific responsibilities of
each particular position.

Question #4 will be a comparison

of literature regarding the Situational Leadership Theory
and a student services operation as presented by Dutton and
Rickard.

The comparison of these two areas will indicate

any similarities/differences between the Situational
Leadership Theory and the philosophy and/or model of an
actual student services operation.

Assumption #2 and Related Research Questions
Empathy is important within the student services
profession and contributes to the leadership style one
chooses.
1.

Is there evidence in the literature of a
relationship between situational leadership ana
empathy?

2.

Is there evidence in the literature of a
relationship between the philosophy of student
services and empathy?
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Though data regarding these two questions was
presented in the Review of Literature,

this chapter will

compare any similarities among the Situational Leadership
Theory,

philosophy of student services,

presented in the Review of Literature.

and empathy as
This assumption and

subsequent research questions will be included in the study
to strengthen the concept that the selection of a
particular leadership style may enhance the effectiveness
of the student services administrator.

The comparison

among these three areas is necessary since empathy is
prevelent in both the Situational Leadership Theory and the
philosophy of student services.
The demographic information is presented primarily
for

informational purposes only.

This study does not

intend to compare the relationship between an individual's
demographic make-up and the leadership style.

Rather,

information will be included only to provide a broader
aspect of the student services administrator in the
Massachusetts Community College system.

this

I V

CHAPTER

PRESENTATION AND INTERPRETATION OF DATA

Analysis of Data:
This section of the dissertation is devoted to the
presentation and analysis of the data surrounding the
assumptions and research questions previously stated.
These have been repeated below along with statistical and
empirical data in support,

or rejection of,

the original

assumptions and research questions.
These data were compiled with the assistance of the
Deans of Students from the fifteen community colleges.

The

Deans gave unanimous support for this study and volunteered
to distribute and collect the instruments.
significantly enhanced the response rate.

This support
A total of 160

instruments were distributed and 139 were returned,
yielding a response rate of 87%.

All fifteen colleges

participated in this study with a minimum of 7 returned
from each campus.
Prior to the presentation of data, Table 4 is
provided to offer a description of the demographic
characteristics of this study group.
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The information in Table 4 will be referred to
throughout the Presentation of Data and Summary sections of
this study.

Assumption #1
1. The situational leadership approach is congruent with
the philosophy of student services.

In order to

effectively analyze this assumption,

the following four

research questions will be discussed:

1.

To what degree can student services administrators
be categorized as situational leaders?

2.

To what degree is each participant within this
population a situational leader?

3.

Within this population,

are there

differences/similarities among certain student
services positions and situational leadership?
4.

Is there a relationship between the
philosophy/model
Rickard model)

(as represented by the Dutton and

and the literature on situational

leadership?

1.

To what degree can student services ftdpiipj-StratQES be

rat-pnnri xed as situational

leaders?

Situational leadership

calls for the leader to be flexible with their follower(s)
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in terms of understanding,

direction,

and support.

effectively measure this type of leadership,
characteristics were analyzed:
Style Effectiveness,

To

four separate

Style, Style Flexibility,

and Overall Rating.

While situational

leadership states clearly that there is no single "best"
leadership style,

it is widely recognized that situational

leaders are most influential with their follower(s)

when

utilizing a high supportive and low directive behavior
style.

According to Blanchard,

as the "Participating"

style

this method is identified

(S3)

and involves a

significant shifting of decision-making responsibilities
between the leader and follower(s).

Within this style,

the

leader's role is to listen and oversee all problem-solving
and decision-making areas.

Additionally,

the leader must

have a sensitivity to and understanding of the maturity
level of the follower(s).

The maturity level which best

corresponds with the "Participating"

(S3)

style in

situational leadership describes follower(s)

as those who

are able to complete an assigned task yet may lack the
necessary confidence to do so.

This particular maturity

level requires the leader to be supportive of whatever
ability the follower(s)

may have.

Situational leaders also must have good Style
Flexibility to effectively deal with a wide variety of
situations.

Individuals who score low in Style Flexibility
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do not vary their leadership style from one situation to
another.

Individuals who score high on Style Flexibility

indicate a willingness to vary their leadership styles to
the situation at hand.
Finally,

a leader is evaluated in terms of Style

Effectiveness and Overall Rating.
individual's Style Effectiveness,

By measuring on
the r,BA-Self matches the

style of the leader to given situations.
considers the leaders'
"maturity"

This measure also

perception and understanding of the

level of the follower(s).

Scoring high in this

category indicates that the leader is able to match the
appropriate style to a given situation.

A high score also

indicates an ability to understand and be sensitive to the
maturity levels of the follower(s).

Since this category

involves a combination of leadership characteristics,

the

T,BA-Self combines these scores to also present an Overall
Leadership Rating Scale which evaluates a leaders'
potential in situational leadership.
this evaluation are Poor,

The categories for

Fair, Good, and Excellent.

Having reviewed the types of measurement offered by
the t.ba—Self.

Table 5 presents the overall results of how

the study group tested in terms of Leadership Style.

63

TABLE 5
Student Services Administrators
Breakdown of Leadership Style
N=139

M=.5

SD = .17
SI

•

S2

S3

17
12.08

121
87.2

S4

Styles
Frequency Distribution
Percent

1
.72

0
0

The results clearly indicate a preference for the
"Participating"
supportive,

(S3)

leadership style.

This high-

low-directive behavior style was chosen by 121

out of 139 respondants

(87%).

Finishing a very distant

second was the "Consulting" leadership style

(S2).

Indi¬

viduals in this category prefer to be highly directive as
well as highly supportive in leadership behavior.
of 139

(12.08%)

Respondants indicated a preference for this

particular style.
gle response

17 out

The "Telling"

(.72%).

style

(SI)

had just a sin¬

This style is characterized by highly

directive but low supportive leadership tendencies.
Finally,

the results indicated that not a single subject

preferred the "Delegating"

style

(S4).

This style portrays

a leader who is both low in support and low in directive
behavior.
The second measure of leadership involves Style Flexi¬
bility in choosing a particular leadership style depending
upon the situation.

Table 6 outlines these results.
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TABLE 6
Student Services Administrators
Breakdown of Leadership Flexibility
N=139
POINTS
Frequency Distribution
Percent

M=14.96

0-5
0

6-10
18

11-15
57

0

12.96

41.04

SD=2.56
16-20
52
37.44

21-25

26-30

11

1

7.84

.72

The highest possible score in measuring Style Flexi¬
bility in the LBA-Self is 30.

Scoring was broken down into

six evenly divided categories to present the findings.
Subjects scored heavily in the ranges between 11-15
41%)

and 16-20

(f=52,

37%).

(f=57,

These results indicate a

moderate level of Style Flexibility in the leadership
styles chosen by the subjects.
The third measure of situational leadership focused on
Style Effectiveness.

Table 7 outlines the results of this

measure.

TABLE 7
Student Services Administrators
Breakdown of Style Effectiveness
M=61.07

N=139
POINTS
Frequency Distribution
Percent

20-30

0
0

31-40

0
0

41-50

0

0

SD=7.26
51-60

61-70

71-80

56
40.96

81
58.32

1
.72
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The LBA~Self measures Style Effectiveness by scoring how
often an individual chooses a leadership style based upon
the situation presented.
20-80)

The higher the score

(Range:

the more effective an individual will be in choosing

a leadership style best suited for that particular
situation.

The study group scored relatively high in Style

Effectiveness with 56 subjects
51-60 range and 81 subjects
range.

All respondants

(40.96%)

(58.32%)

(100%)

scoring in the

scoring in the 61-70

scored 50 or better in the

area of Style Effectiveness.
The final measurement offered by the LBA-Self is an
Overall Rating Score which evaluates the leader on all
previous aspects of the instrument.
leader

Based on how the

responded to the guidelines established by the

Situational Leadership Theory, he/she is awarded an overall
score of leadership ability.
Fair, Good,

and Excellent.

These categories are Poor,
Table 8 indicates the Overall

Rating of the subjects tested.

TABLE 8
Student Services Administrators
Breakdown of Overall Rating
N=139

Poor
Score
Frequency Distribution
Percent

SD=10.48

M=22.32

0
0

Good

22
15.84

Fair

42
30.42

Excellent

75
53.92
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Subjects tested very high in this overall rating with
53.92%

(f=75)

"Fair",

scoring "Excellent",

and 15.84%

To summarize,

(f=22)

30.42%

(f=42)

scoring

scoring "Good".

the majority of student services

administrators who responded to this study were identified
as "Participating"

(S3)

leaders.

This style describes an

individual who utilizes a high-supportive and low-directive
approach

.

Additionally,

subjects tested in the moderate

range regarding Style Flexibility.

This indicates an

average willingness to vary their leadership style
depending on the situation.

Regarding Style Effectiveness,

the study group tested relatively higher with all subjects
scoring 50 or better

(Range:

20-80).

This measure

indicates that student services administrators in this
study tended to match the most appropriate style to given
situation approximately 73% of the time.

The final

evaluation of the T.RA-Self identified 54% of those tested
as "Excellent"

situational leaders and 30% as "Good"

situational leaders.
Prior to presenting the next two research questions, a
ggfigs of Tables is provided which outline the Style,
Flexibility,

Effectiveness,

and Overall Rating results of

the nine student services positions studied.
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TABLE 9
LEADERSHIP STYLE
POSITION COMPARISON

Leadership
Position

N

1

DEAN OR ASSISTANT DEAN OF STUDENTS

20

--

DIRECTOR OF COUNSELING

13

COUNSELOR

2

Style
3

4

1(5%)

19(95%)

—

—

1(8%)

11(84%)

1(8%)

31

—

7(23%)

24(77%)

—

DIRECTOR OF FINANCIAL AID

12

—

4(32%)

8(68%)

--

REGISTRAR

12

—

2(18%)

9(82%)

—

DIRECTOR OF CAREER PLANNING/PLACEMENT

12

1(8%)

9(76%)

—

DIRECTOR OF HEALTH SERVICES

10

—

2(20%)

7(70%)

DIRECTOR OF STUDENT ACTIVITIES

14

—

1(7%)

14(93%)

--

DIRECTOR OF ADMISSIONS

15

—

3(21%)

23(79%)

—

2(16X)

1(10%)

POSITION COMPARISON
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TABLE 12
OVERALL RATING
POSITION COMPARISON

Overall Rating
N-

POOR

DEAN OR ASSISTANT DEAN OE STUDENTS

20

DIRECTOR OF COUNSELING

Position

FAIR

GOOD

-

3(15%)

5(25%)

12(60%)

13

-

1(7.7%)

5(38.5%)

7(53.8%)

COUNSELOR

31

“

7(16%)

10(32%)

14(52%)

DIRECTOR OF FINANCIAL AID

12

-

2(17%)

3(25%)

7(58%)

REGISTRAR

11

-

1(8%)

3(24%)

7(68%)

DIRECTOR OF CAREER PLANNING/PLACEMENT

12

--

2(17%)

3(25%)

7(58%)

DIRECTOR OF HEALTH SERVICES

10

-

2(20%)

8(80%)

DIRECTOR OF STUDENT ACTIVITIES

14

-

3(20%)

3(20%)

7(60%)

DIRECTOR OF ADMISSIONS

15

-

3(20%)

7(47%)

5(33%)

--

EXCELLENT
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2*

SLQ

What .degree is each participant within this

Population a situational

leader?

For the purposes of this study, participant
identification is associated with the positions these
individuals currently hold.

Listed below is a summary of

how each position fared in both their sitational leadership
tendencies and demographic characteristics.

Deans or Assistant Deans of Student Services
General statement of duties:
direction,

administration,

Responsible for the planning,

supervision and coordination of

the student services activities of the college.
areas may include,

These

but are not limited to. Admissions,

Recruitment, Registrar's Office, Student Records,
Counseling, Job Placement,

Financial Aid, Student

Activities, Veteran's Affairs,

Health Care,

and Athletics.

Other related responsibilities as assigned.
Twenty individuals holding this position participated
in the study

(55% male,

and 45% female).

The educational

breakdown of this group included 10 with an M.Ed.,
CAGS,

3 with a

and 6 with an Ed.D.
A point worth noting here is the significant number of

student services administrators throughout these described
positions who do not possess a degree in student personnel
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administration.

75% of the Deans who responded do not have

this degree which is a major requirement in the official
job description.

Other demographic results include the

breakdown of experience in the student services field which
range from 6-10 years:
16-20 years 4

(20%).

7

(35%),

11-15 years 7

(35%) , and

One Dean had less than 5 years

experience while one reported having more than 21 years
experience.

The situational leadership tendencies of this

group show that Deans prefer the "Participating"
leadership style 95% of the time
high-supportive,

(Table 9).

This

low-directive style is congruent with the

supervisory nature of this position.
Flexibility,

(S3)

In the area of Style

these administrators had a mean score of 16.1

(maximum score = 30)
in the 16-20 range

with the majority of subjects falling

(f=9 45%)

(Table 10).

This indicates a

moderate desire by these administrators to vary their
leadership style from one situation to another.

The Style

Effectiveness score resulted in all subjects scoring
between the 51 and 70 range
score of 60.5.

(Range:

20-80)

with a mean

This relatively high average score

indicates that the subjects understand the needs and
abilities of those with whom they work and are able to
effectively match an appropriate leadership style to the
situation

(Table 11).

The final measure reveals the

overall ability of Deans to follow this situational
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leadership approach.
25% Good,

The results:

and 15% Fair

To summarize,

60% scored Excellent,

(Table 12).

the Deans or Assistant Deans of Students

Services are high-supportive,

low-directive leaders with a

moderate Style Flexibility range.

They tend to be highly

effective in understanding their follower(s)

needs as well

as in matching the appropriate leadership approach to
different situations.

Finally,

the majority of subjects

holding this position scored in the "Excellent" category
which measures their overall abilities in situational
leadership.

Directors of Counseling
General statement of duties:
development,

coordination,

Responsible for planning,

and supervision in all matters

pertaining to the counseling of students.

Provides

leadership and assistance in all matters related to the
counseling of students.

Other related responsibilities as

assigned.
Thirteen individuals holding this title responded to
the study

(61% male and 39% female).

experience ranged from:
and 4 with an Ed.D.

Their educational

4 with an M.ED.,

Similar to the Deans,

5 with a CAGS,
only 3

(23%)

hold a degree in student personnel administration while 10
(77%)

do not.

The breakdown of years in the student
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services field for this group are as follows:
6-10 2(15%),

11-15 2(15%),

0-5 5(40%),

16-20 2(15%), and 21-25 2(15%).

The situational leadership characteristics of Directors of
Counseling reveal 84%
"Participating"
addition,

(S3)

(f=ll)

preferring the

leadership style

(Table 9).

in

one respondent preferred the "Consulting"

(S2)

style and one respondent preferred the "Delegating"

(s4)

style.

The Style Flexibility characteristics

this group had 62%
32%

(f=5)

(f=8)

scoring 15 and above

scoring below 15

(M=15.7).

(Table 10)
(Max=30)

of

and

This indicates an

average willingness among Directors of Counseling to vary
their leadership style from one situation to another.
the measure of Style Effectiveness
considered,
Finally,

(Table 11)

is

these individuals tested much higher

the Overall Rating Scale indicates 53%

scoring Excellent,
scoring Fair

38%

(f=5)

scoring Good,

When

(M=60.07).
(f=7)

and 9%

(f=l)

(Table 12).

To summarize, Directors of Counseling utilize the
"Participating"

leadership style more often than any other

and indicate an average willingness to be flexible in
varying their leadership style depending on the situation.
However,

these administrators do show more of a willingness

to match leadership style depending on the situation after
considering the maturity level of their constituents.
Finally,

the majority

(53%)

show "Excellent" situational
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leadership tendencies, while 38% fall into the "Good
category.

Counselors
General statement of duties:

Assist students to gain

understanding and reach decisions affecting themselves in
their environment;

provide counseling for students with

academic,

education,

career or personal problems and/or

concerns;

and design and implement programs to compliment

counseling activities.
This group had the largest number of respondants
Within this group,

65% were female and 35% were male.

educational level of counselors ranged from:
A.A.

degree,

5 with a B.S.

holding a CAGS,

degree,

and 4 with an Ed.D.

(31).
The

1 having an

18 having a M.Ed.,

3

79% of those responded

did not have a degree in student personnel administration
while 21% did.
from:
1(3%).

The number of years in the profession range

0-5 16(55%),

6-10 9(27%),

11-15 5(15%)

Counselors also selected the "Participating"

leadership style more often than any other
than the previous two positions discussed
(f=7)

and 16-20

(77%)

but less

(Table 9) .

23-6

of the individuals holding this job title chose the

"Consulting"

(S2)

style.

This high percentage for a second

choice is worth nothing since it involves highly-directive
and highly-supportive behavior tendencies.

The Style
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Flexibility (Table 10)
or better while 68%

results show 32%

(f=l0)

scoring 15

(f=21) scored below 15 (M-13.8).

This

score indicates a basic unwillingness to change their
leadership style depending on the situations.

Similar to

the Directors of Counseling, though, was a basic desire to
modify their leadership style when they considered the
maturity level of their constituency.

This is reflected in

the Style Effectiveness scores which were relatively high
(Table 11).

All counselors scored above 50 in this

category with 45% scoring 51-60 and 55% scoring 61-70
(M=60.96) .

Finally the results of the Overall Rating scale

describe how Counselors faired in situational leadership
abilities:

16% - Fair, 32% - Good, and 52% - Excellent

(Table 12).
In summary, counselors did not score as high on the
Overall Rating as did the previous two positions described.
In addition, while the majority of counselors chose the
high-supportive, low-directive leadership style, a
substantial number

(f=7)

show a preference for the

"Consulting" or high-directive, high-supportive leadership
style.

Directors of Financial Aid
General statement of duties:

Actively pursues all sources

of financial aid for which students would be eligible.
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Supervises and coordinates the distribution of the
financial aid funds to the individual students.
Twelve individuals holding this position responded to
this survey (64% male and 36% female).

The educational

level of this particular group includes the following:
(f=3 25%), M. Ed.

(f=6 50%), and Ed.D.

(f=3 25%).

B.S.

Only one

respondant in this category has a degree in student
personnel administration while 92% do not.

The number of

years in the student services field for Directors of
Financial Aid ranged from:
2(16%), and 16-20 1(8%).

0-5 5(44%), 6-10 4(32%), 11-15
The situational leadership

tendencies of these administrators show 68% preferring the
"Participating"

(S3)

style

(Table 9).

While this result is

still a majority, this figure is the lowest of the nine
positions analyzed.
(S2)

style.

The other 32% chose the "Consulting"

These administrators also indicate a moderate

willingness to be flexible in their leadership style
(M=15.6).

Yet they scored relatively higher in the Style

Effectiveness category

(M=63.0 Table 11).

Once again,

administrators in this field showed more of a willingness
to adapt their leadership style after acknowledging and
understanding the needs and interests of their constituency
Finally, the Overall Ratings of the Directors of Financial
Aid were:

58% Excellent, 25% Good, and 17% Fair

(Table 12)

To summarize, these administrators show the greatest
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tendency to be "Consulting" leaders (S2) out of the nine
positions studied.

They yield a moderate flexibility score

yet as in other positions described, show a high Style
Effectiveness skills.

Registrars
General statement of duties:
student records.

Maintains all official

Administers the registration process and

is responsible for coordinating the Master Schedule for
classes.

The Registrar is the Certification Officer for

the College and is responsible for record maintenance,
including record disposal and security of all College
records protected under the various State and Federal
Privacy Acts.

Other related responsibilities as assigned.

Twelve individuals holding this position participated
in this study

(56% male and 44% female).

level for Registrars'
holding an M.Ed.

The educational

show 4 with a B.S. degree and 8

32% of the respondants in this category

have a degree in student personnel administration in higher
education while 68% do not.

Regarding the number of years

in student services, 4 have 0-5 years experience, 2 with
6-10 years in the field, and 6 having between 11-15 years
experience.

The situational leadership styles of

Registrars show that a high percentage (82%) prefer the
"Participating"

(S3)

leadership style while 18% prefer the
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"Consulting”

(S2)

style (Table 9).

In the area of Style

Flexibility (Table 10), the majority of those tested scored
in the 11-15 range (M=15.1).

Only 28%, or 2 of the

respondants scored higher than 15 in this area.

Once

again, however, a noticeable change takes place when these
same individuals are measured for Style Effectiveness
(Table 11).

In this area, the majority (66%) scored

between 61-70 which indicates a relatively high level of
adjusting their leadership style while understanding the
maturity level of their constituency (M=61.06).

In the

Overall Rating score, Registrars' had the following results:
8%

(f=l) Fair, 24%

(f=3) Good, and 68%

(f=7) Excellent

(Table 12).
To summarize,

Registrars are high-supportive,

low-directive leaders with an initial tendency to be
inflexible in their leadership style.

However, when faced

with a situation which takes into consideration the
maturity level of their constituency, Registrars are
inclined to adjust their leadership style to meet the needs
of both the individual and the situation.

Directors of Career Planning and Placement
General statement of duties:

Provides a broad variety of

counseling services for students in the day,
summer programs,

evening and

focusing his/her activities on career
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planning and placement.

Researches and evaluates potential

career opportunities in various areas.

Other related

responsibilities as assigned.
Twelve individuals responded to this study holding
this job title

(50% male and 50% female).

The educational

backgrounds of this group shows 8 holding a M.Ed., 2 with
CAGS, and 2 having an Ed.D.

Similar to other student

services positions, only 32% hold a degree in student
personnel administration in higher education while 68% do
not.

The breakdown of the number of years experience in

the field are as follows:
11-15 4(32%).

0-5 7(60%), 6-10 1(8%), and

The Situational leadership tendencies of the

Directors of Career Planning and Placement indicate that
76% prefer the "Participating" leadership style

(Table 11).

It is worth noting that for the only time in this study,
there were two individuals (16%) holding this position who
preferred the "Telling"
Flexibility measure,

(SI)

leadership style. In the Style

(Table 10) only 40% of those tested

scored over 15 while 60% scored under 15

(M=13.0).

This

low mean score may relate to the above variance in
leadership style preference.

However, all Directors of

Career Planning and Placement scored over 50

(Range: 20-80)

in the Style Effectiveness measure (M=60.0).

The trend to

be willing to adjust leadership style after considering the
needs and interests of the constituency continues with this
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position.
61-70.

50% scored between 51-60 and 50% scored between

Finally, the Overall Rating for individuals holding

this position showed 58% scoring Excellent, 25% scoring
Good, and 17% scoring Fair

(Table 12).

To summarize, Directors of Career Planning and
Placement prefer the Participating leadership style yet,
for the first time in this study, two individuals holding
this title preferred the "Telling" style.

These

administrators scored low in Style Flexibility and high in
Style Effectiveness.

Overall, Directors of Career Planning

and Placement are Excellent situational leaders.

Directors of Health Services
General statement of duties:

Coordinates and supervises

all on-going health service activities and programs;
develops programs related to health needs of students in
cooperation with the Medical Director

(part-time physician)

and the Health Services Advisory Board.

Other related

responsibilities as assigned.
Ten individuals holding this position responded to the
study

(90% female and 10% male).

The educational

background of these individuals show 5 with a B.S. degree,
4 with an M.Ed., and 1 with a CAGS.

80% of Health Services

Directors do not have a degree in student personnel
administration while 20% do.

Four Directors of Health
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Services have between 0-5 years experience in the field, 5
have between 6-10 years, and 1 has been in the field
between 16—20 years.

The situational leadership tendencies

of these individuals show 70%

(f=7) preferring the

"Participating" leadership style, 20%
"Consulting" style, and 10%
style

(Table 9).

(f=2) preferring the

(f=l) chose the "Delegating"

Directors of Health Services were the

second most flexible in alternating their leadership style
(M=16.3) among the positions analyzed.

60% had scores of

15 or better while 40% scored between 11-15.

This

flexibility is evident in the Style Effectiveness measure
(Table 11) which had the majority of Directors of Health
Services

(80%)

scoring between 61-70 and the remaining

individuals scoring between 51-60

(M=63.5).

This high

Style Effectiveness score indicates a strong desire to
understand and be sensitive to the maturity level of their
constituency.

The Overall Rating score shows 80% scoring

"Excellent" and 20% scoring "Good" in situational
leadership potential

(Table 12).

To summarize, Directors of Health Services are
highly-supportive, low-directive administrators who are
flexible in leadership style.

They also are capable of

adjusting their leadership style to meet the needs of both
the situation and their constituency.
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Directors of Student Activities
General statement of duties:

Directs, supervises and coordi¬

nates all co—curricular activities sponsored by the
College, and is responsible for out-of-class student
programs.

Other related responsibilities as assigned.

Fourteen individuals holding this position
participated in the study (76% male and 24% female) .
educational breakdown of this group was as follows:

The
5 with

a B.S. degree, 7 with an M.Ed., 2 with a CAGS, and 1 with
an Ed.D.

76% of the respondants do not have a degree in

student personnel administration while 24% do.

The number

of years experience these administrators have are:
5(32%), 6-10 4(28%), 11-15 5(32%), and 16-20 1(8%).

0-5
The

situational leadership tendencies of the Director of
Student Activities show a high preference for the
"Participating"

(S3)

Style Flexibility

leadership style (93%)

(Table 9).

The

(Table 10) measure of these individuals

is the highest of the nine positions analyzed (M=16.5).
This is further reinforced by the relatively high scores in
the Style Effectiveness category with 32% scoring between
51-60 and 68% scoring between 61-70

(M=61.92).

the Overall Rating scale shows 60%

scoring "Excellent",

20% scoring "Good", and 20% scoring "Fair"

Finally,

(Table 12).

To summarize, Directors of Student Activities are
highly supportive administrators who have a willingness to
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be flexible in their leadership style.

Further, they are

capable of adjusting their leadership style when taking the
needs of their constituency into consideration.

Directors of Admissions
General statement of duties:

Responsible for the

recruitment and admission of students to the College,
maintaining, and improving relations with local high
schools, professional organizations, and other agencies
interested in education.

Is responsible for implementation

of Regional Board policy and guidelines for admissions.
Other related responsibilities as assigned.
Fifteen individuals holding this position participated
in the study (35% male and 65% female).

The educational

breakdown of this group included 2 with a B.S. and 13 with
a M.Ed.

35% of the Admissions Directors have a degree in

student personnel administration, while 65% do not.

The

number of years experience for this group ranges from:

0-5

9(58%) and 6-10 5(35%) with one individual having over 21
years' experience.

The situational leadership tendencies

of the Directors of Admissions show 79% preferring the
"Participating" leadership style and 21% preferring the
"Consulting" style

(Table 9).

In the Style Flexibility

measure, 40% scored 15 or better
under 15

(M=14.3).

(M=14.3) while 60% scored

This trend is reversed, however, in the
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Style Effectiveness score (Table 11)

in which all

admissions administrators scored 50 or better (51-60=40%
and 61-70=60%).

The Overall Rating score has 20% scoring

"Fair", 47% scoring "Good", and 33% scoring "Excellent"
(Table 12).
To summarize, Directors of Admissions prefer the
highly supportive leadership approach but are somewhat
liffliteci in their willingness to be flexible.

However, they

show a high willingness to adjust their leadership style to
meet the needs and interests of their constituency.

3.

Ei-thin this population, are there differences/

similarities among certain student services positions and
situational leadership?

Situational leadership and the student services
profession both offer specific guidelines to follow for
effectiveness.

These guidelines have been outlined in

Chapter III and reinforced in the appropriate research
questions.

This particular question was included in the

study to observe any noticable similarities/differences in
leadership qualities among the nine positions described.
The question has importance in that any major differences
among these positions may question the philosophical
approach of this profession.

The question is addressed by
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analyzing the following four measurements of the LBA-Self;
Leadership Style, Style Flexibility, Style Effectiveness,
and Overall Rating.

Leadership Style
There were no major differences among student services
administrator positions regarding leadership style.

All

nine positions reported in this study had a majority choose
the "Participating"

(S3)

leadership Style (Table 9).

This

similarity indicates that most student services
administrators utilize a high-supportive, low-directive
behavior style.

Even though all positions scored above 67%

in choosing the "Participating" leadership style, it is
important to note the two extremes within this measure.
Those administrators scoring highest in this category were
the Deans or Assistant Deans of Student Services with 95%.
Those scoring lowest in this measure were the Directors of
Financial Aid with 68%.

Even though Directors of Financial

Aid had the lowest percentage (68%) choosing the
"Participating" leadership style, it was still a clear
preference over any other leadership choice.

Style Flexibility
There were no major differences among student services
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administrators positions in the measure of Leadership
Flexibility.

This segment of the LBA-Self measures the

leader's ability to be flexible in choosing a leadership
style

(Table 10).

Student services administrators tested

evenly in this category with the mean score ranging from
13.0 to 16.5

(Note:

Style Flexibility Score Range: 0-30).

In this measure, the higher the score, the more willing the
leader is to vary his/her leadership style.

The Directors

of Student Activities had the highest average Style
Flexibility score

(M=16.5).

Student services

administrators scoring the lowest in Style Flexibility were
the Directors of Career Planning and Placement (M=13.0).

Style Effectiveness
There were no major differences among student services
administrators regarding leadership effectiveness.

This

measure evaluates the leader's ability to show a high level
of flexibility in Leadership Style selection, and to choose
the most appropriate leadership style for differing
situations.

This measure also involves consideration for

the follower(s)

"developmental" level.

Style Effectiveness ranges from 20-80.

The scoring for
All student

services administrators tested above 50 for a mean score of
61.47

(Table 11).

The highest average score among the nine

positions examined belonged to the Directors of Health
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Services with 80%
61-70.

(f=8) of those individuals scored between

The administrators who scored the lowest in this

measure were the Directors of Counseling who had only 47%
(f=6)

scoring in the 61-70 range.

Overall Rating
There was only one noticable difference among student
services administrators positions regarding the Overall
Rating measure

(Table 12).

This measure evaluates leaders

in overall ability to be an effective situational leader.
The categories in this measure are:
Excellent.

Poor, Fair, Good, and

All of the nine student services positions

tested had a majority of respondants scoring in the
Excellent category except the Directors' of Admissions.
These administrators had only 33%
Excellent category while 47%

(f=7)

(f=5) testing in the
tested in the Good

category.
In summary,

there are no major differences among these

positions except in the Overall Rating measure.

Student

services administrators who participated in this survey
clearly prefer the "Participating"
moderate Style Flexibility,
Effectiveness.

Finally,

potentially "Excellent"

(S3)

leadership style,

and high Leadership

the majority of those tested are
situational leaders.

CHAPTER V

CONCLUSION

This section of the study will include summary and
analysis of the findings, suggestions for further research,
and a concluding statement.

Summary and Analysis of Findings
Assumption #1
The situational leadership approach is congruent with
the philosophy of student services.

To fully investigate

this assumption, four research questions were developed to
analyze the components of both situational leadership and
the profession of student services.

By administering the

LBA-Self test instrument to student service administrators
in the Massachusetts Community College System, sufficient
data regarding their situational leadership tendencies were
collected to address this assumption.

Equally important in

this study is the presentation of literature regarding the
student services profession.

The following is a summary of

findings regarding that purpose.

This summary is presented

by listing each research question and its findings prior to
a final statement regarding the assumption.
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1 * To whftt——Cfln—£.t Uden t services administrators
b£ cateqQCjged as situational

leaders?

This question was included in the study to discuss
the level of situational tendencies
Flexibility,

Style Effectiveness,

(Style, Style

and Overall Rating)

among

student services administrators in the Massachusetts
Community College system.

The results of the LBA-Self

indicate that these professionals clearly prefer the
"Participating”
high-supportive,

(S3)

leadership Style

(Table 5).

This

low- directive approach was chosen by

87.2% of the study group and was not unexpected for the
following reasons.

First,

the population studied are all

professionally trained individuals following a specific
mission within their particular institution.

This type of

organization usually commands mutual respect for fellow
administrators thus encouraging high support for each
other's professional abilities.
Low-directive behavior may be due to individuals in
this field being unwilling to be directive because of
professional integrity or feeling it is unnecessary because
of professional competence.

When student services

administrators were tested for Style Flexibility,
results showed only a moderate score

(Table 6).

the mean score for this measure was 14.96

the
In fact,

(Range 0-30).

This moderate score indicates that the student services
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administrators have only an average willingness to vary
their individual preference for leadership style.

However,

when the same subjects were tested for Style Effectiveness,
these administrators did significantly better
Range 20-80).

(M:

61.07,

This measure indicates how individuals match

the most effective leadership style to a given situation.
In this area student services administrators were found to
adjust their leadership style to meet the needs of the
situation.

Finally,

student services administrators were

evaluated as either "Excellent" or "Good"

situational

leaders 84% of the time based on the LBA-Self results
(Table 8).

This high Overall Rating result supports the

assumption described above.

That is,

the situational

leadership approach is indeed congruent with the
administration of the student services profession in the
Massachusetts Community College system.
2.

To what degree is each participant within this
population a situational leader!

Again,

for the purposes of this question, participant

identification was associated with the positions these
individuals currently hold within the student services
profession.

Each position in the Presentation of Data

section included a brief description of professional duties
to better acquaint the reader with the responsibilities of
that particular position.

The statistical results of this
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question may be found in Tables 9,

10,

11 and 12.

Following is a summary of the situational leadership
tendencies in terms of Style, Style Flexibility, Style
Effectiveness and Overall Ratings of these nine student
services positions.

D-eans or Assistant of Student Services:

These

administrators tested as high-supportive,

low-directive

leaders with moderate Style Flexibility.

They tend to be

highly effective in understanding their follower(s)

needs

as well as be willing to adjust their leadership style
depending on the situation.
scored as "Excellent"

Overall,

these administrators

situational leaders.

This result may

be attributable to the supervisory nature of this position.
Since they oversee a staff of professionals,

they are more

likely to be supportive of their follower(s)

ideas and

interests.

As the chief student services administrator,

they must also be highly sensitive to student needs and
demands.

Any other leadership style would probably

contradict this assigned role.
Directors of Counseling:
supportive,
Flexibility.

This group tested as high-

low directive leaders with moderate Style
They tend to be more willing, however,

to

match their leadership style depending on the situation.
This willingness enables these professionals to score
relatively higher in the Style Effectiveness measure.
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Finally,

53%

"Excellent"
"Good"

(f=7)

of Directors of Counseling scored as

situational leaders, while 38%

situational leaders.

(f=5)

scored as

Directors of Counseling

supervise administrators who are all professionals yet may
utilize different counseling approaches in their work.

To

effectively cope with what may be philosophical differences
in counseling technique,
this high-supportive,

College CQupgelQrs:
this study

(31)

this group is inclined to utilize

low-directive leadership style.
The largest number of participants in

also chose the high-supportive,

low-directive leadership style most of the time

(77%).

A

second-place choice among these individuals was the
Consulting

(S2)

style

(23%).

This high-directive,

high-supportive style may be attributable to the role of
the counselor regarding the need to be both supportive and
directive when dealing with their constituency.
scored moderately in Style Flexibility
on the measure of Style Effectiveness

(M=13.8)
(M=60.96).

Counselors
and higher
The

Overall Rating results were more diversified, with 52%
(f=14)
16%

scoring "Excellent",

(f=7)

scoring "Fair".

32%

(f=10)

scoring "Good" and

The role of the Counselor in

student services demands a sensitivity to and understanding
of a student's needs and interests.

Any inflexibility on

their part may be due to the method of counseling this
group may practice.

A potential danger exists if these
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individuals refuse to adjust their style and thus ignore
the changing demands of the student body.

Counselors

should overcome this tendency and exhibit a willingness to
adjust their style based on each unique situation.
P-lJgctQC5——Financial Aid;

Of all the positions analyzed,

these administrators show the greatest tendency to prefer
the "Consulting"
not a majority,

(S2)

leadership style

(32%).

While still

this percentage may be attributable to the

federal and state guidelines these administrators must
adhere to.

Also contributing to this factor is the

responsibility of these professionals to not only inform
students what is needed from them but to offer as much
support as possible regarding their financial needs.

The

above reasons help explain how this group may be more
directive in their leadership style than other student
services positions.

Directors of Financial Aid scored

average in Style Flexibility

(M=15.6)

yet as in other

positions had a higher Style Efficiency score
Overall,

(M=63.0).

these administrators were categorized as

"Excellent"
Rpgjstrars:

situational leaders 58% of the time.
These administrators are high-supportive,

low-

directive leaders with a tendency to be moderately flexible
in their leadership style

(M=15.1).

However, when faced

with situations that demand an understanding of the needs
of others,

they are more likely to adjust their leadership
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style.

Finally,

Registrars scored as "Excellent"

situational leaders 68%
scored "Good".

(f=7)

of the time while 24%

(f=3)

Registrars are also faced with a number of

strict guidelines regarding academic grading and credit
evaluation.

These restrictions may affect their initial

leadership choice as indicated by the moderate Style
Flexibility score.
Directors. _o£ Career Planning and Placement:
administrators prefer the high-supportive,
leadership style.

These
low-directive

In the measure of Style Flexibility the

mean score was relatively low

(M=13.0).

This was the

lowest average score of the nine positions tested.

The

capacity to overcome that initial inflexibility when
follower (s)

needs are considered is evident in the Style

Effectiveness score

(M=60.0, Range 20-80).

Finally,

Directors of Career Planning and Placement had 58%
scoring as "Excellent" situational leaders,
scoring "Good" and 17%

(f=2)

25%

(f=7)

(f=3)

scoring "Fair".

It should be noted that two of these administrators
were evaluated as "Telling" leaders.
suprising since this high-directive,

This was somewhat
low-supportive

leadership style is contradictory to their job description,
which is counseling in nature.

One could speculate that

outside factors such as employment opportunities or career
projections may have an influence in their selection of
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leadership style.

PieedtQCS Qf Health Services:
high-supportive,

These professionals are

low-directive leaders who show a higher

flexibility in leadership style

(M=16.3, Range 0-30).

They

also show a willingness to adjust their leadership style
depending on the situation.
Style Effectiveness score
80%

(f=8)

This is indicated by a high

(M=63.5, Range 20-80).

Overall

of the Directors of Health Services scored as

"Excellent"

situational leaders.

These high Style Flexibility and Style Effectiveness
scores are probably a reflection of the confidential nature
of their duties.

Students who have a need to meet with

Health Services professionals usually have an immediate
concern and should be made to feel comfortable as soon as
possible.

Sensitivity and understanding of personal

problems is a major challenge for these administrators.
Directors of Student Activities;
be highly supportive,

These individuals tend to

low-directive leaders.

This

population also had the highest Style Flexibility score
(M=16.5,

Range 0-30).

Directors of Student Activities also

have a relatively high Style Effectiveness
20-80).

Finally,

60% of Directors of Student Activities

were identified as "Excellent"
"Good" and 20%

(N=61.92, Range

situational leaders,

20%

"Fair".

The high Style Flexibility score mentioned above may
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be attributable to the wide variety of situations and
interests these individuals are confronted with on an
ongoing basis.

The primary concern of these administrators

is to act as a liaison between the student body and college
administration.

The type of leadership characteristics

described above seem to be congruent with this role.
H3.rect£>rg of Admissions:
highly-supportive,

These individuals prefer the

low-directive leadership approach but

are somewhat limited in their willingness to be flexible
(M=14.3,

Range 0-30).

positions,
capacity
had 33%

However, as with all other

this group shows a higher Style Effectiveness

(M=61.5, Range 20-80).
(f=5)

while 47%

Directors of Admissions

scoring as "Excellent"

(f=7)

situational leaders

scored "Good".

The higher Style Effectiveness score mentioned above
may be attributable to the "accommodating" nature of these
administrators to meet an admissions quota.

The limited

Style Flexibility of these professionals may be due to
certain academic standards imposed by the institutions
which may limit the options of the Director.
3. within this population,

are there differences/

similarities among certain student services
positions and situational leadership?
This question was included in the study simply to
indicate whether or not the leadership style utilized by
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student services administrators varies depending upon
particular position.

There were no major differences among

the nine positions studied and their situational leadership
tendencies.

For the purpose of discussion, however, the

four measured areas (Leadership Style, Style Flexibility,
Style Effectiveness, and Overall Rating) and the positions
that exhibited the largest differences are presented below.

Leadership style:

The "Participating" Style (S3) had

Deans of Student Services choosing it most often (95%) and
the Directors of Financial Aid choosing it least (68%).
The clear majority of all individuals, however, preferred
this high-supportive, low-directive leadership approach
(87%).

The differences in preference stated above may be

attributable to the fact that Deans of Students are
categorized as supervisory positions.

These individuals

may assume that all of the followers under their
supervision are professionals.

It would seem to be to the

supervisors' advantage to utilize this particular
leadership approach, since a mutual respect for fellow
professionals must be maintained.

The Directors of

Financial Aid, on the other hand, have an obligation to
follow strict federal,

state, and institutional guidelines.

These "outside" factors may have contributed to these
individuals choosing the "Consulting"

(S2) leadership style
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as a secondary choice

(32%).

since this style is both

highly-directive and highly-supportive, it provides the
Directors of Financial Aid with the opportunity to be
highly directive in requiring compliance with the "outside"
factors stated above and highly-supportive in making every
effort to meet the financial needs of the student body.

S-tvle Flexibility;

The administrators that showed the

greatest capacity for Style Flexibility were the Directors
of Student Activities with a mean score of 16.5.

The

Directors of Career Planning and Placement scored lowest
with a mean of 13.0

(Range 0-30).

The average mean score

among student services administrators in the measure for
Style Flexibility was 14.96.

The high score for Directors

of Student Activities may be attributable to the wide
variety of individual interests these professionals cope
with on a daily basis.

To meet these demands, a high

degree of flexibility would seem to be necessary.

The low

flexibility score for the Directors of Career Planning and
Placement is probably due to the limitations placed on
these administrators by the fluctuating job market.

Addi¬

tionally, inflexibility may occur when unrealistic demands
are placed upon these individuals by students who are not
qualified for certain career choices and/or employment
opportunities.

100

Stylg—Effectiveness;

Student Services administrators who

scored highest in Style Effectiveness were the Directors of
Services with a mean score of 63,5.

Those who

scored lowest were the Directors of Career Planning and
Placement with a mean score of 60.0

(Range 20-80).

The

average mean score among all student services professionals
regarding Style Effectiveness was 61.07.
As previously mentioned, the high score for the
Directors of Health Services may be attributable to the
extremely confidential nature of their position.

That is,

to meet student needs on a personal level, these indivi¬
duals must be willing to have a flexible approach to leader¬
ship style as well as a strong desire to fully understand
the nature of the individual's problem.

In this area more

than any other in student personnel administration, it
would seem students must feel trusting and comfortable with
these professionals.

The low score for the Directors of

Counseling was somewhat surprising since those holding that
position should be sensitive to the needs and concerns of
others.

This again may be attributable to these profes¬

sionals feeling so comfortable with a particular counseling
style that they may not allow themselves to fluctuate
enough to warrant a higher Style Effectiveness score.
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QVSCflll—Rating*

Directors of Health Services scored

highest in the "Excellent" category regarding situational
leadership tendencies with 80%, while the Directors of
Admissions scored the least in this category with 33%.
Overall,
category,

54% of the participants were in the "Excellent"
while 30% scored "Good" and 16% scored "Fair".

The lower Overall Rating for the Directors of Admissions is
probably the result of limitations placed on them by insti¬
tutional guidelines,

including admissions quotas and/or

academic standards.
4.

Is there a relationship between the philosophy and
model of student services

(as represented by the

Hutton and Richard model)

and the literature on

situational leadership?
This question was structured to observe any similar¬
ities between the Situational Leadership Theory and the
student services profession.

The purpose of this question

is to discuss these similarities in an effort to reinforce
the findings in the three previous research questions.
The philosophy of student services centers around the
belief that the profession should encourage and support
total student development during an individual's collegiate
experience.

This development of the "whole" person in¬

cludes a commitment to recognize and be sensitive to
student concerns and needs.

As Wren and Bell

(1942)

stated
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"students are developing organisms demanding a personalized
learning experience if they are to profit from college"
(p.8).

The development of the "whole" person encompasses a

wide range of responsibilities.

These include a consider¬

ation for the individual's intellectual capacity, achieve¬
ment level capabilities and emotional make-up.

This basic

philosophy has provided a specific mission for the student
services profession.

A primary goal of this mission is to

provide support services for the student body in an attempt
to maximize their educational experience.
A noticeable similarity between the philosophy of
student services and the concept upon which situational
leadership was developed is the consideration by the leader
of the individual's needs, abilities and interests.
effectively evaluating these attributes,

By

situational

leaders may then vary their leadership style in an attempt
to complete the assigned task.
Situational leadership also expresses concern about
the "development level" of the follower(s).
leaders,

according to Blanchard

Situational

(1981), must be aware of

their own perception of what leadership is,

as well as be

equally sensitive to how others perceive their leadership
ability.

A student services professional should consider

the guidelines of situational leadership if he/she is to
encourage

individual development and potential.

To
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summarize,

the philosophy of student services focuses upon

the need to develop the "whole" person.

This development

is intended to improve the individual's ability to meet the
demands of post- college life.

The goal of situational

leadership is to help individuals increase their willing¬
ness and abilities in an effort to become more independent
of continuous supervision.
These philosophical guidelines for both the
Situational Leadership Theory and the student services
profession are reinforced in the following model presented
by Dutton and Rickard

(1981).

Their model originated with

the belief that all organizations are based upon certain
assumptions about human behavior and values.
tions categorized in this model are:

The assump¬

Core Assumptions,

Stimulating Creativity, Agreement on Purpose, and Guide¬
lines.

The Core Assumptions concept states that the most

important aspect of management is people and that the
recognition of people's needs will lead to the development
of goals and purposes.
an individual's needs,

Here again,

the need to recognize

concerns and abilities through

situational leadership is reinforced.
Creativity,

In Stimulating

the leader encourages follower(s)

to develop

and experiment with programs in an attempt to meet the
ever-changing needs of the student body.
leadership,

In situational

the leader also encourages follower(s)
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suggestions which may contribute to the successful
completion of the assigned task.
Yet another similarity in this area is the desire in
both situational leadership and the student services model
to welcome follower(s)
In both areas,

input in the area of decision-making.

leaders are encouraged to have follower(s)

feel as though they have some measure of control over their
role in the organization.

The Agreement on Purpose concept

states that the leader must establish clearly defined goals.
In situational leadership,

it is also the leader who must

define goals and then evaluate the abilities of the
follower(s)

involved.

Finally in the Guidelines section of

the student services model, Dutton and Rickard state that
leaders should be consistent,
welcome ideas,

facilitate individual talent,

and evaluate the expertise,

needs and attributes of the staff.

experience,

All of these are

consistent with the Situational Leadership Theory, which
strongly encourages this type of supportive behavior.
These include facilitating,

interacting and evaluating the

willingness and abilities of the follower(s)

and encourages

two-way communication among leader and follower(s).
In summary,

the similarities presented above, along

with the results from the previous three questions,

show

that the situational leadership approach is congruent with
the philosophy of student services.
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Assumption #2
Empathy is important within the student services
profession and contributes to the leadership style one
chooses.

In order to effectively address this assumption,

the following two research questions will be discussed:
1.

Is there evidence in the literature of a relation¬
ship between situational leadership and empathy?

2.

Is there evidence in the literature of a relation¬
ship between the philosophy of student services
and empathy?

The concept of empathy has an important relationship
to both the situational leadership style and student
services profession.

Its inclusion in this study is

intended to strengthen the idea that the selection of a
particular leadership style may enhance the effectiveness
of the student services administrator.

This relationship

focuses on the premise that to be empathic,

one must be

sensitive to and understanding of the needs of others.
Additionally,

student services administrators and situ¬

ational leaders must incorporate empathy into their
leadership style in order to meet the goals established by
each area.

The following information has been extracted

from the literature review presented in Chapter II.

1.

is there evidence in the literature of a relation¬
ship between situational leadecsfrj-P and empathy?
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Situational leadership requires several character¬
istics of the leader in order to be effective.

These

include the leader to be aware of their own abilities as
well as a willingness to be sensitive to the needs,
interests and abilities of those he/she is trying to
influence
areas,

(Blanchard,

1981).

To be effective in these

leaders are encouraged to recognize and accept any

degree of similarity between themselves and their
follower(s)

(Smith,

similarity is,

1973).

The closer this degree of

the more aware the leader will be in

understanding the needs and interests of his/her
follower(s).

This degree of similarity can be more

acceptable if the leader is willing to be empathic with
his/ her follower(s).
Once this understanding is realized,

the situational

leader may be flexible in choosing the leadership style
which meets the needs of all involved.

For example,

a

situational leader should evaluate the willingness and
abilities of his/ her follower(s)
certain leadership style.

prior to utilizing a

This evaluation is done by

analyzing the developmental level of the follower(s)
(Blanchard,

1981).

By showing empathy for the abilities

and willingness of those the leader is trying to influence,
he/she will undoubtedly have a more accurate idea of which
leadership style will be successful.
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This concept is reinforced by Flowers and Hughs
(1978), who believe that a leader's most successful
leadership style should be based on the value system of
his/her follower(s)
leader.

and not on the value system of the

To do this,

the leader is encouraged to understand

and accept the value systems of their follower(s)
positive approaches for coping with those systems.

and find
Again,

the need to be empathic with followers is a necessary asset
for the situational leader.

While many other leadership

qualities may be required of the successful leader, the
importance of empathy certainly contributes to the role of
the guidelines established in the Situational Leadership
Theory.
2.

Is there .evidence in the literature of a relation¬
ship between the philosophy of student services
and empathy?

The need for empathy within the student services
profession is clearly identified by several noted authors
in the field.

Smith

(1973)

describes empathy as the degree

of similarity that one person assumes between himself and
another person.

This sensitivity to how an individual

perceives the world is crucial in a profession which
depends so much on a counseling approach in the development
of the "whole" person philosophy

(Wren & Bell,

1942).

involvement by a student services administrator in this

Any
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area has the potential to alter the students'

perception of

their academic and/or personal goals.
Betz

(1981)

reinforces the need for empathy in

student services when she states that the role of the
counselor "should consist of a set of beliefs about people
and life.
value,

Without these clearly understood beliefs and

the student services worker experiences

uncomfortable variability and uncertainty both in what he
or she chooses to do and how that choice is carried out on
the job"

(p.

179).

In the student services profession,

the set of

beliefs and values described above focuses on the needs and
interests of the student body.

This empathic approach

should encourage student services administrators to take a
more active role in influencing the attitudes and beliefs
of the student body.

It is through this role that the goal

of assisting in the development of the "whole" person may
be realized.

Brown and Canon

(1978)

summarize the

importance of empathy in student services by indicating
that a mutual understanding of each others values is
possible and healthy if both the student and administrator
remain free to decide for themselves as well as maintain a
climate in which each party may assert different opinions.
Originally,

the study included the use of the Social

Self segment of the Tennessee Self-Concept Scale

(Appendix
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11)

in an attempt to measure the empathic characteristics

of this study group.
administered,
However,

in fact,

this instrument was

scored and evaluated for such a purpose.

the exact purpose of this instrument and what it

was supposed to measure never seemed to fit properly.
example,

For

even if the Social Self segment of the Tennessee

Self"CQfldept Scale measured an individual's empathic
capacities,

it would still not indicate to what degree

student services professionals and/or situational leaders
had empathy for others.

Suggestions for Further Research
The profession of student services has an important
commitment to a student's development during his/her
collegiate experience.

This commitment requires specific

training and abilities from those hired to undertake this
important role.

One noticeable gap in the Massachusetts

Community College system is the extremely small percentage
of student services administrators who hold a degree in
student personnel administration in higher education.
Although this degree is required as well as included in
almost every posted job description,

this study has found

that only 26% of current student services administrators in
this system have such a degree.

The lack of such formal

training in a field that has specific guidelines regarding
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student development is an area which should be addressed.
Based on this statement as well as the previous findings
regarding the relationship between the philosophy of
student services,

situational leadership and empathy,

the

following suggestions for further research are offered.
1. A study should be undertaken to evaluate how the
Massachusetts Community College system views student
support systems within the general context of its mission
and philosophy.

That is,

training are required,

if specific education and

why do only 26% of those currently

employed in this field fall into this category?

Thus,

a

study should be designed that evaluates the degree to which
current administrators have a knowledge of the history,
philosophy and mission of the student services profession.
The purpose of this recommendation is to help strengthen
the role of the student services operation within the
Massachusetts Community College system.
2. A staff development program should be established
which addresses the relationship among the student services
profession,

situational leadership and empathy.

This

program could provide student services staffs in two-year
community colleges with an awareness of how these three
concepts may contribute to their own institutional mission.
Such a program could include seminars on each of these
topics as well as an evaluation of each individual's
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situational leadership tendencies.
3. A test instrument should be developed similar to
the

LBA~Self which measures the particular situational

leadership tendencies of student services administrators.
This recommendation encourages evaluating the twenty
leadership situations in the LBA-Self and substituting them
with situations common to the student services profession.
This test instrument could then be administered to student
services professionals and subsequently evaluated.
example,

For

this instrument could be utilized in the staff

development seminar format described above or by
educational institutions who have an academic major for
such professionals.

The information provided by such an

instrument may significantly enhance the awareness of these
individuals.

The results of such an instrument would also

indicate whether or not the individual tested has the
capacity and/or interest to meet the challenge and
commitment of the student services profession.

Concluding Statement
This study has attempted to show the relationship
among the philosophy of student services,

the theory of

situational leadership and the concept of empathy.

This

study was undertaken to analyze the professionals in the
Massachusetts Community College system and to examine the
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leadership style which they use in the fulfullment of their
mission.
The profession of student services will continue to
buila on its past and present philosophy.

The concepts of

holism, humanism and pragmatism should remain an important
focus of a profession so concerned with the development of
the "whole" person.

Because student demographics will

continue to be in flux,

student services administrators

must select appropriate leadership styles to meet new
demands.

A flexible and empathic approach in this area

will undoubtedly contribute to successfully meeting these
changes.

One immediate demand on student services

professionals will be to adapt to the rising age of the
traditional community college student.

This older

population will require student services administrators to
be even more flexible and empathic in their leadership
style as they strive to meet the needs of individuals
throughout their collegiate experience.
Finally,

the selection of an appropriate leadership

style should be an important and careful decision for
student services administrators.

The results of this

process may determine how successful the individual will be
in their chosen field.
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APPENDIX

I

Leader Behavior
Analysis
Developed by Kenneth H. Blanchard, Ronald K. Hambleton, Drea Zigarmi and Douglas Forsyth

Self
Perceptions of Leadership Style
Directions:

..

The purpose of the LBA-Self is to provide you with information about your perceptions of your
own leadership style. The instrument consists of twenty typical job situations that involve a leaner
ana one or more staff members. Following each situation are four possible actions that a leader
mav take. Assume that you are the leader involved in each of the twentv situations. In each of the
situations you must choose one of the four leader decisions. CIRCLE the letter of the decision
which you think would most closely describe YOUR behavior in the situation presented. Circle
omv one choice.
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LEADER BEHAVIOR ANALYSIS-SELF

You have asked one ol your subordinates to write a report concerning the acquisition ot some new equipment tor your division. He
usually can be given an assignment and it is completed on time with encouragement from you. The report Is now overdue.
YOU WOULD. . .
a.

Tell him you want the report, explain what you
want in the report, and check on his perform¬
ance daily.

c.

Tell him what you expect, when you want the
report completed, but discuss with him why the
reoort Is late.

b.

Give him more time to complete the assign¬
ment.

d.

Talk to him and encourage him to complete the
report.

The interdepartment task force which you manage has been working hard to complete its division-wide report. One ot your task lorce
members has been late for the last five meetings. He has offered no excuses or apologies. Furthermore, he is way behind in completemg the cost figures on his department. It is imperative that he present these figures to the task force within the next three days.
YOU WOULO . . .
a.

Tell him exactly what you expect and closely
supervise his work on this report.

b.

Discuss with him why he has been late, and
support his efforts to complete the task.

Emphasize when the cost figures are due and
support his efforts.
Assume he will be prepared to present the cost
figures to the task force.

d.

In the past, you hava had a great deal of trouble with one ot the people you supervise. She has been lackadaisical, and only your constant
prodding has brought about task completion. However, you recently have noticed a change. Her performance has improved and you have
had to remind her ot meeting deadlines less and less. She has even initiated several suggestions for improving her performance. YOU
WOULD ...
a.

Continue to direct and closely supervise her

b.

c. Incorporate her suggestions and support her

efforts.

Ideas.

Continue to supervise her work, but listen to her
suggestions and incorporate those that seem

Let her take responsibility for her own work.

reasonable.
Your group usually functions effectively with encouragement and direction from you. In the last few weeks, their performance has
dropped drastically. They arB not meeting deadlines and the quality of their work is unacceptable. YOU WOULO . . .

Let the group work out their problems by them¬
selves.

c.

Make sure that deadlines are met and the quali¬
ty of the work is good, but talk with the group to
get its recommendations.

Inform the group of exactly what you expect.
when it is needed, ana supervise their work
closely.
Help the group determine what they need to do
and encourage them to take the necessary
steps.

Because ot budget restrictions imposed on your deoartment. it Is necessary to consolidate. You have asked a highly experienced memoer
ol your deoartment to take charge of the consolidation. This person has worked in all areas of your department. In the past, she has usually
been eager to help. While you leet she has the ability to perform this assignment, she seems indifferent to the importance ol the task. 0
WOULD ...
a.

Take charge of the consolidation Put make sure
you hear ner suggestions.

b.

Assign the protect to her and let her determine
how to accomplish it.

« Highly
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a.
b.

Discuss the situation with her. Encourage her to
accept the assignment in light ot her skills ana
experience.
Take cnarge ot the consolidation and indicate to
her precisely what to do. Supervise her worn
closely.

Analyze the problems and outline methods to
solve them
Continue to allow her to figure out an ap¬
propriate solution mdeoenaently
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Determine and implement an appropriate solu
tion. but work with her in problem-solving
Discuss the problems with her ana support her
efforts to Ima appropriate solutions.
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Discuss the job with him, supporting his ability to
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c.

Let him determine how to do the iob.

d.

Specify what he is to do, but solicit any ideas he
may have,

Define the activities necessary to successfully
complete the job and supervise his work closely.

One o! your statt Is faaling Insecure about a |ob you have assigned to him. He Is highly competent and you know that he has the skills to
complete the assignment successfully and efficiently. YOU WOULD ...
a.

Listen to his concerns and let him know you
have confidence in his ability to complete the
assignment.

b.

Structure the ass.gnment so that It Is clear, but
..
. * . ,
consider any helpful suggestions he may have.

c.

Tell him exactly what to do to get the iob done
and check his work daily.
^ hlm "9^ out how to do the ass.gnment on
n 1 s own.

Your staff has asked you to consider a change in their work schedule. In the past, you have encouraged and supported their sugges¬
tions. In this case, your staff is well aware of the need lor change and is ready to suggest and try an alternate schedule. Members are
very competent and work well together as a group. YOU WOULD . . .
a.

b.

Allow staff involvement in developing the new
schedule and suppor the suggestions of group

c.

Allow the staff to formulate and implement the
new schedule on its own.

members.
Design and implement the new schedule
yourself, but incorporate staff recommenda¬
tions.

d

Design the new schedule yourself and closely
direct its implementation,

10. You have arrived ten minutes late for a meeting with your staff. Based on their past performance, you expected a great deal of socializ¬
ing to be going on. You were surprised, however, to find the group enthusiastically discussing the assigned task. This task is very dif¬
ferent from other tasks the group has worked on. YOU WOULD . . .
a.

Let the group work on the task without any
direction from you.

c.

Direct their interactions toward task completion, but encourage group discussion.

b.

Take control immediately and direct the group.

d.

Let the group continue to discuss the assigned
task and provide as much support as possible.

11. A member of your department has had a fine record of accomplishment with your support and encouragement but little direction. He
has been given similar tasks to accomplish tor the coming year and you must decide how to supervise him. YOU WOULD . . .
a.

Let him function by himself providing his own
support and direction.

b.

Emphasize to him the importance of meeting
deadlines and direct his efforts at accomplishing assigned tasks.

c.

d.

Talk with him and set goals and obiectives for
his task accomplishment, but consider his suggestiorrs.
Involve him in setting goals and support his
efforts.

12. In the past, you worked closely with your staff directing and suoporting their efforts. Productivity is high and people get along well
together. Recognizing their abilities, you feel they can now work more on their own. You have redirected your energies to new areas
ano they have continued to produce good results. You must now ask them to accept additional work. YOU WOULD . .
a.

Assign the work to them, make sure they know
exactly what to do. and supervise them closely.

b.

Give them the iob. Tell them that you are
pleased with their past performance ano that

c.

d.

you are sure they will do well with this assign-

I

Make sure they know what you want them to
do. but incorporate any helpful suggestions
,hey may haveLet them determine how to complete the
assignment.

1
1

ment
13. You have recently been assigned a new employee who will perform an important job in your office. Even though he is Inexperienced ana
lacks confidence in this area, you feel he has the potential to do the |ob. YOU WOULD
a.

Let him determine what to do.

c.

b.

Tell him exactly what the iob entails, wnat you
expect of him and supervise him closely.

Let him know what you want him to do. Out see if
he has any recommendations.

d.

Encourage him to do the |ob and support his
efforts.

1
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14. Your boss has askad that your division Incraasa its productivity 10%. You know this can be dona, but It will require your active involvement. To free yoursell to do this, you must reassign the task ol developing a new cost control system to one ol your divisional employees.
The person to whomyou are thinking of assigning the task has had considerable experience with cost control systems, but she is a little un¬
sure about doing this task on her own. YOU WOULD
••

Ask her to take on the proiect. Encourage and
support her efforts.

c.

Assign her the project and let her determine how
to do It.

b.

Oiscuss the proiect with her. Explain how you
want the job done, but see if she has any ideas.

d.

Assign her the proiect and prepare a detailed
memo explaining all the steps necessary to get
the project done.

15. One of your subordinates has made a suggestion for change in the operations of the unit that makes sense to you. In the past, she has
been able to oiler and implement other helpful suggestions in a productive manner with your support and encouragement. You have
confidence in her abilities. YOU WOULD . . .
a.

Take charge of the suggestion and direct her in
its implementation.

b.

Discuss the suggestion with her. and support
her efforts to direct its implementation.

;

c.

Organize the implementation, but include her
ideas.

d.

Give her the responsibility tor implementing the
suggestion without involvement from you.

16. Due to illness in your family, you have been forced to miss the lirst two meetings of a committee under your direction. You have louno.
upon attending the third meeting, that the committee is functioning well and making good progress toward completion of its goals. You
are unsure about how you fit into the group and what your role should be. YOU WOULD . . .
a.

Attend, but let the group continue to work as it
has during the first two meetings.

b.

Assume the leadership of the committee and
begin to direct its activities.

c.

Do what you can to make the committee feel
important and involved, and support their past
efforts.

d.

Direct the activities of the grouo, but incorporate group members' suggestions.

17. Your stall is very competent and able to work well on their own. Ycu have generally left them alone and delegated key responsibilities
to individual members. Their performance has been outstanding. YOU WOULD . . .
a.
b.

Provide continual support and encouragement

c.

Continue to let the group work on its own.

to group members.

d.

Direct their efforts, but work closely with your
staff to solicit their suggestions.

Direct and closely supervise the activities of
your staff

18. You and your superiors have decided that a new procedure has to be installed in your department if long-term gains in performance are
to be obtained. In the past, when new procedures were installed, your group has been eager to use them but has initially lacked the
skills to do so. YOU WOULD . . .
a.

Closely direct the group in the use of the new
procedure

b.

Make sure that you direct the implementation of
the new procedure, but involve the group in
discussion

c.

Get the grouo involved in a discussion of the
procedure and encourage their cooperation
and Involvement.

d.

Allow the grouo to implement the new pro¬
cedure on its own

19. You have been recently appointed the head ot a division. Under the division s former boss, the staff has functioned aoeouately with
considerable supervision and support. Since you have taken over, however, the stall appears to be more concerned with social I
activities than with carrying out their responsibilities. The staff's perlormance to date has oeen poor. YOU WOULD ...
a.

c.

Allow

d.

Define roles and responsibilities and supervise

Direct and organize the necessary corrective
action, but make sure staff memoers sugges¬

their work closely

tions are heard.

Discuss the low performance with the staff and
support their efforts to specify corrective
measures.

b
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define

their own
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a.

Explain to her what she must do. but support
her enthusiasm for the new assignment,

c-

Give her the assignment and let her determine

ti¬

the best way to do it.

to

responsibilities and tasks.

has done a good |0b with other tasks you have given her. YOU W0U10

b

staff members

Encourage her to try the icb and support her
efforts
Tell her exactly what must be done to suc¬
cessfully complete the assignment ana closeiy
supervise ner
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14. Your boss has ask'd that your division Increase its productivity 10%. You know this can ba dona, but it will require your acttva tnvolvemant. To Irao yoursall to do this, you must reassign tha task ot davaloping a naw cost control system to one of your divisional employees.
The person to whom you are thinking of assigning tha task has had considerable aspariance with cost control systems, but she is a little unSura about doing this task on her own. YOU WOULD ...

a.

Ask her to take on the protect. Encourage and
support her efforts.
Discuss the protect with her. Explain how you
want the job done, but see if she has any ideas.

b.

Assign her the protect and let her determine how
to do It.
Assign her the protect and prepare a detailed
memo explaining all the steps necessary to get
the project done.

15. One of your subordinates has made a suggestion for change in tha operations ol the unit that makes sense to you. In the past, she has
been able to oiler and implement other helpful suggestions in a productive manner with your support and encouragement. You have
contidence in her abilities. YOU WOULD ...

a.

Take charge of the suggestion and direct her in
its implementation.

b.

Discuss the suggestion with her, and support
her efforts to direct its implementation.

C.

Organize the implementation, but include her
ideas.
d. Give her the responsibility for implementing the
suggestion without involvement from you.

16. Due to illness in your family, you have been forced to miss the lirst two meetings ol a committee under your direction. You have lound.
upon attending the third meeting, that the committee is functioning well and making good progress toward completion ol its goals. You
are unsure about how you fit into the group and what your role should be. YOU WOULD . . .

a.
b.

Attend, but let the group continue to work as it
has dunng the first two meetings.
Assume the leadership of the committee and
begin to direct its activities.

Do what you can to make the committee feel
important and involved, and support their past
efforts.
Direct the activities of the grouo. but incor¬
porate group members' suggestions.

17. Your staff is very competent and able to work well on their own. You have generally lelt them alone and delegated key responsibilities
to individual members. Their performance has been outstanding. YOU WOULD . . .

a.
b.

Provide continual support and encouragement
to group members.
Direct and closely supervise the activities of
your staff.

c.
d.

Continue to let the group work on its own.
Direct their efforts, but work closely with your
staff to solicit their suggestions,

18. You and your superiors have decided that a new procedure has to be installed In your department if long-term gams in performance are
to be obtained. In the past, when new proceoures were installed, your group has been eager to use them but has initially lacked the
skills to do so. YOU WOULD . . .

Closely direct the group in the use of the new
procedure.
Make sure that you direct the implementation of
the new procedure, but involve the group in
discussion

Get the group involved in a discussion of the
procedure and encourage their cooperation
and involvement.
d. Allow the grouo to implement the nev pro¬
cedure on its own

19. You have been recently appointed the head of a division. Under the division s former boss, the staff has functioned adequately with
considerable supervision and support. Since you have taken over, however, the statf appears to be more concerned with social
activities than with carrying out their responsibilities. The stall's perlormance to date has oeen poor. YOU WOULD . . .

Discuss the low performance with the staff and
suoport their efforts to specify corrective
measures.
Oetme roles ana responsibilities and supervise
their work closely

c.

Allow statf members to define their own
responsibilities and tasks.

d.

Direct ana organize the necessary corrective
action, but make sure statf memoers sugges¬
tions are heara.

20. One ol your employees is eager to take on a new assignment. She nas had little experience in the area ,n which she wants to work. She 1
has done a good job with other tasks you have given her. YOU WOULD . . .

Expiain to her what she must do. but support
her enthusiasm lor the new assignment.
Give her the assignment ana let her determine
the best way to ao it.

d.

Encourage her to try the |Ob ana suoport her
efforts.
Tell her exactly what must be done to suc¬
cessfully complete the assignment ana cioseiy
supervise ner
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APPENDIX II

TENNESSEE SELF CONCEPT SCALE
SOCIAL SELF SEGMENT
Circle a number which best corresponds to your opinion.
Completely
False

1
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.

Mostly
False

2

Partly False
Partly True
3

I am a friendly person.
I am popular with women.
I am mad at the whole world.
‘
I am satisfied with the way I treat people.
I shoula be more polite to others.
I am popular with men.
I am no good from a social standpoint.
.
I see good in all people I meet.
I am as sociable as I want to be.
I find it hard to talk to strangers.
I try to please others, but I don't
overdo it.
I am hard to be friendly with.
I try to understand other points of view.
I am not interestea in what other people do.
I get along well with other people.
I do not forgive others easily.
I ought to get along better with other
people.
'
I do not feel at ease with other people.

Mostly
True
4

1

2

1
1
1
1
1
1
1
1
1

2
2

1
1
1
1
1
1

2

Completely
True
5
3
3
3
3
3
3
3
3
3
3

4
4
4
4
4
4
4
4
4
4

5
5
5
5
5
5
5
5
5
5

2
2
2
2
2

3
3
3
3
3
3

4
4
4
4
4
4

5
5
5
5
5
5

12
1
2

3
3

4
4

5
5

2
2

2
2
2
2
2

Appendix iii
COMPLETE THE FOLLOWING

Position____Sex M_ F
Numoer or years in btuaenc services_
Number of years in Higher Education_
Do you have a degree specializing
*n Student Personnel Administration?
Yes_ No_
In your opinion, do you feel knowlegable abour
the history ana philosopny of
stuaent services?
Yes_Moderate_ No_
Educational level____•
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APPENDIX 'I'v

Descript ion of Student Service Positions
in the Massachusetts Community
College System

STUDENT SERVICES;

Dean of Student Services '
Director of Counseling
Registrar
Director of Admissions
Director of Financial Aid
Director of Student Activities'
Director of Health Services
Director of Career Planning and Placement
College Counselors

DEAN OF STUDENT SERVICES
GENERAL—STATEMENT OF DUTIES:
Responsible for the planning, direction
aoministration, ana supervision and coordination of the Student Services
activites of the College.
These areas may Include, but are not limited
to.
Admissions,
Recruitment, Registrar's
Office,
Student Records,
Counseling, Job Placement, Financial Aid, Student Activities, Veteran's
Affairs, Health Care, and Athletics.
Other related responsibilities as
assigned.
SUPERVISION RECEIVED: Reports to the President.
SUPERVISION EXERCISED:
Exercises supervision over professional and
ciassif iea start" responsible for implementation of student services.
OIRECTOR OF COUNSELING
GENERAL STATEMENT OF DUTIES: . Responsible for planning, development,
coordination, ana supervision in all matters pertaining to" the counseling
of stuaents.
Provides leadership ana assistance in a’il matters reiatea
to the counseling of stuaents.
Other related responsibilities as
assignea.
SUPERVISION RECEIVED: Reports to the Dean of Student Services.
SUPERVISION
EXERCISED:
Exercises
supervision
over
appropriate
protessionai ana ciassuiea staff.
REGISTRAR
GENERAL STATEMENT OF OUTIES: Maintains all official student recoras.
Administers tne registration process; is responsible for coordinating the
Master Scnedule for classes. The Registrar is the Certification Officer
for the College and is responsible for record maintenance, including
record disposal ana security of all College records protected under the
various State ana Feaeral Privacy Acts.
Other related responsioilities
as assignea.
SUPERVISION RECEIVED: Reports to the Dean of Student Services
SUPERVISION
EXERCISED:
Exercisec
supervision
over
appropriate
protessionai ana ciassitiea staff.
OIRECTOR OF ACHISSIONS
GENERAL STATE-1 ENT OF DUTIES:
Responsible for the recruitment ana
aamission or
stuaents to the College, maintaining,
ana
improving
relations with local hign scnools, professional organizations, ana other
aaencies interested in eaucation.
Is resoonsiole for implementation of
Regional Boara policy ana guiaelines for aamissicns.
Other reiatea
responsibilities as assigned.
SUPERVISION RECEIVED: Reports to the Oean of Stuaent Services.
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SUPERVISION EXERCISED: Exercises supervision over appropriate
professional ana classified staff.

DIRECTOR OF FINANCIAL AID
GENERAL STATEMENT OF DUTIES:
Actively pursues all sources of financial
aid for which students wouia be eligible.
Supervises and coordinates the
distribution of the financial aid funds to the individual students.
SUPERVISION RECEIVED: Reports to the Oean of Student Services.
SUPERVISION
EXERCISED:
Exercises
supervision
over
appropriate
protessionai ana classified staff.

DIRECTOR OF STUDENT ACTIVITIES
GENERAL STATEMENT OF DUTIES:
Directs, supervises and coordinates all
co-curricuiar activities sponsored by the College, and is responsible for
out-of-class
student
programs.
Other
related
responsibilities
as
assigned.
SUPERVISION RECEIVED: Reports to the Dean of Student Services.
SUPERVISION EXERCISED:
Exercises supervision over all staff and student
aides involved with student activities.

DIRECTOR OF HEALTH SERVICES
GENERAL STATEMENT OF DUTIES:
Coordinates and supervises all on-going
health service activities and programs; develops programs related to
health needs of students in cooperation with the Medical Director
(part-time physician) and the Health Services Advisory Board.
Other
related responsibilities as assigned.
SUPERVISION RECEIVED: Reports to the Dean of Student Services.
SUPERVISION
EXERCISED:
Exercises
supervision
over
appropriate
professional ano classified staff.

DIRECTOR OF CAREER PLANNING AND PLACEMENT
GENERAL STATEMENT OF DUTIES:
Provides a broad variety of counseling
services for students in the day, evening ano summer programs, focusing
his/her activities on career planning ano placement.
Researcnes^ and
evaluates potential career opportunities in various areas.
Other related
responsibilities as assigned.
SUPERVISION RECEIVED:
Reports to the Director of counseling, ano to the
Dean or STuoent Services.
Works closely with the Dean of Academic
Affairs and Division Chairpersons.
SUPERVISION EXERCISED:
Exercised supervision over appropriate classified
personne i.

COLLEGE COUNSELORS
GENERAL STATEMENT OF OUTIES:
Assist students to gain understanding and
reacn decisions arfecting themselves
in their environment; provide
counseling for students with academic, education, career or personal
problems and/or concerns; and design and implement programs to compliment
counseling activities.
SUPERVISION RECEIVED: Reports to the Oirect of of Counseling
SUPERVISION EXERCISED: Exercises supervision over appropriate profess¬
ional ana ciassuiea staff.

APPENDIX V

THE MASSACHUSETTS COMMUNITY COLLEGE SYSTEM

This appendix Is intended to provide a brief synopsis of the origins
of the Massachusetts Community College System.
Chapter 605 of the Acts of
Community Colleges

1958 established

and authorized and directed

the Board

this

Board

of Regional
to determine

the neea for education at the community and junior college level as well
as

to

develop

establishing

and

execute

an

overall

and maintaining regional

plan

to

meet

community colleges

this
at

need

by

appropriate

locations throughout the Commonwealth.
With

the

aid

of enlightened

legislative

and

executive

branches

of

State Government, the Community College system became the fastest growing
segment of higher education in the Commonwealth.
Each

college

opportunities

above

is

a

the

two-year
secondary

institution
level.

The

providing
curricular

educational
programs

are

comprehensive, meeting the need of those who plan to transfer to senior
colleges

or

careers

in

universities;
business,

those

industry,

who

seek

the

allied

training
health

in

preparation

fields,

or

for

service

occupations; and those who simply wish to study at the college level
part-time students for credit and personal enrichment.
The Associate in Arts, Associate in Science, or Associate in Applied

as

Science degree

Is

awarded upon completion of the two-year career and

transfer programs.

A certificate is awarded upon completion of

those

occupational courses varying from a few weeks to one year in length.

In

addition to the curricula designed as "transfer" programs, the programs
classified as "career" will also transfer in whole or in part to senior
institutions.
As set forth in the Statement of Goals and Objectives adopted by the
Massachusetts Board of Regional
it

is

a

goal

of

provide

residents

access

to

a

Community Colleges on November 9,

the Massachusetts
of

the

college

Regional

Commonwealth

education

with

Coimunity
an

consistent

optimum

with

their

Colleges

1973,
is

to

opportunity

for

interests

and

aptitude and to reduce to a minimum the economic, social, psychological,
and acaaemic barriers to educational opportunity.
Toward this end, each Massachusetts Regional Community College shall,
within the limitations of its resources, maintain an open door policy to
the

college to

equivalent,

all

with

other programs

applicants

selection

of

the

who

have

placement

college.

in

a high
the

school

different

In addition, mature

diploma

or

the

curriculums

and

individuals who do

not have a diploma or the equivalent but whose experience and motivation
make successful
Applicants

completion of a given program likely, shall be aamitted.

shall

be

admitted

without

regard

to

race,

color,

religion,

national origin, age or sex.
The

above

policy

was

adopted

by Massachusetts

Board

of

Regional

Community Col leges 11/12/76.
Unoer the terms of the New England Regional Program, in which the

Commonwealth of Massachusetts participates, each state agrees

to accept

students from the other participating New England states at the in-state
tuition rate when the program desired by the applicant is not offered in
his home state or the communting distance to the out-ot-state cotimunity
college is less than that to an institution in his home state.
Student
Qualified

housing

students

is

not

provided

by any of

who do not reside within

the

community colleges.

commuting distance of

the

college they wish to attend may find housing locally.
Continuing Education and Community Service programs and
authorized

by a

1963 Act of

the Massachusetts

courses are

State Legislature which

stipulates that such programs be maintained on a self-supporting basis at
no

expense

Education
summer

to
a

for

the

Commonwealth.

stuaent
the

may

Through

complete

associate

degree.

the

requirements
Community

Division
during

service

of

the

Continuing
evening

course

and

offerings,

including both credit and non-credit courses are offered for general and
semi-professional

skill

development

and

for

various

leisure

time

interests.
In

Massachusetts,

programs

are

the

the

fastest

Continuing
growing

Education

segment

of

ana

Community

higner

education.

Service
This

growth has been attributed to the flexibility of the programming, as well
as

the

imaainative

scheduling

of

opportunies

for

the

convenience

of

mature aaults.
Non-tradional

learning

systems

are

available

through

Instructional

Television, (Community College of the Air) inaividualizea instruction,
and creait-for -life experience.

Outreach

services

transportation

for

are

the

provided

elderly,

through

women's

mobile

centers,

counselling
industrial

vans,

training

projects, and satellite campuses.
Most of the

colleges offer testing services

including the College Level

to the general

Examination Program (C.L.E.P.)

public,

and the High

School Equivalency (G.E.D.).
The Commonweal the Transfer Compact is an agreement among all of the
state-supported

institution

of

higner

education

in

Massachusetts,

designed to facilitate the transfer of community college graduates to the
Massachusetts state colleges and universitites.
Throughout public higner education in the Commonwealth, an associate
degree from any community college signatory to the Commonwealth Transfer
Compact will be honored as a unit and construed as

(1) completion of at

least 60 hours of work toward a baccalaureate degree and
of at least 33 credit hours

holders

accepted for transfer under

special

requirements

graduation

requirements

for

completion

toward fulfillment of the general education

requirements for the baccalaureate degree.

beyond

(2)

those

the

Further, all associate degree
Compact will

specified

students

who

be

subject

as major department
originally

enrolled

to

no

and/or
in

the

receiving institution as freshmen.
The New England Association of Scnools ana Colleges
accrediting agency for Massachusetts.

is the regional

All of the community colleges hola

full accreditation from the New England Association.

BERKSHIRE COMMUNITY COLLEGE: The first community college in the CoirinonPittsfiela
wealth of Massachusetts was founded in 1960 and
now occupies an 180 acre campus about four miles
west of the center of Pittsfield.
BRISTOL COMMUNITY COLLEGE: Bristol Community College serves Southeastern
FalTTTTver
Massachusetts exclusive of Cape Cod. Most
programs are conducted on a new 106 acre campus
in Fall River, while some are maintained at the
downtown campus at 64 Durfee Street.
BLINKER HILL COMMUNITY COLLEGE: Bunker Hill Community College serves the
Charlestown
Greater Boston arean and opened in*1973. Most
course work at the College is offered through a
self-paced instructional mode that permits
students to proceed at a rate most appropriate to
their background and skills.
CAPE COD COMMUNITY COLLEGE: One of the first community colleges to be
West barnstaDle
granted a charter. Cape Cod Community College
serves Cape Cod and the Islands and offers a
comprehensive mixture of career and technological
programs.
GREENFIELD COMMUNITY COLLEGE:Greenfield Community College principally
Greenfield
serves community students from Franklin County,
nothern Hampshire County and nearby areas lying
east and west.
HOLYOKE COMMUNITY COLLEGE: Established as a municipal junior college in
Holyoxe
1946, it entereo the state system of community
colleges in 1964. Holyoke Community College
serves the lower Pioneer Valley in Western
Massachusetts.
MASSACHUSETTS BAY COMMUNITY COLLEGE: Massachusetts Bay was founded in
wei lesley riilTs
T5F1 ana serves community students in the Greater
Boston area who plan either a two-year occupa¬
tional program or to transfer to a four year
college.
MASSASGIT COMMUNITY COLLEGE: Massasoit Community College was established
brooaon
in 1966 and is intended to serve the greater
Boston South Shore area. Both career and
liberal arts courses are offered on the 100 acre
campus site.
MIDDLESEX COMMUNITY COLLEGE: Thirteenth of the fifteen community colleges
-beaFora
in the system, Middlesex Community College
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serves the northwest suburban region outside the
Greater Boston area, largely the cities and towns
in Middlesex County.
MOUNT WACHUSETT COMMUNITY COLLEGE: Mount Wachusett Community College was
Garaner
founaea in 1963 as a memoir of the system to
serve the area generally known as North Worcester
County.
NORTHERN ESSEX COMMUNITY COLLEGE: Northern Essex Community College was
Haverm11
estao1ished in 1960 to provide varied educational
opportunites to people living in the greater
Merrimac Valley ;area.
NORTH SHORE COMMUNITY COLLEGE: North Shore Community College was founded
BevirTy
in »965 as the ninth college of the system. The
site on which the college is located has been
used for educational purposes for over 300
years.
In 1675, the first free school north of
Boston was opened there.
QUINSIGPMONQ CCMMUNITY COLLEGE: Quinsigamond's membership in the
Worcester
Worcester Consortium for Higher Education allows
students to register for courses ana to attend
events at the nine other member institutions.
This unique situation permits students to enjoy
the personalization of the small college and the
broader benefits of a complex university system.
ROXBURY COMMUNITY COLLEGE: Opened in 1973, Roxbury Community College is a
Boston
young and vital institution designed to serve the
educational needs of the Greater Roxbury area.
The student body and staff of the College reflect
the multi-ethic character of the surrounding
community.
SPRINGFIELD TECHNICAL COMMUNITY COLLEGE: The concept of creating a
Springfield
post-seconaary technical school in Springfield
originated in 1964 when the city established
Springfield Technical Institute.
In 1967, it was
changed to Springfield Technical Community
College and has established itself as a leader in
technical education.
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APPENDIX Vll
Four Leadership Styles

High Supportive
Low Oirective
Behavior

High Oirective
High Suoportive
Behavior

S3

S2

Low Supportive
Low Oirective
Behavior

High Oirective
Low Supportive
Behavior

S4

SI

O-O'M

DIRECTIVE BEHAVIOR

(HIGH)

APPENDIX Vlll

Able
and
Willing

D4

Able
But
Unwilling
or
Lacks
Confidence

Unable
But
Willing

Unable
and
Unwilling
or
Insecure

D3

02

01

Developing

Developed

Four Maturity Levels

